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ABSTRACT
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X  Thesis
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Non-thesis  (ML597)  Project
Abstract:
The  idea  that  people  generally  may  want  or expect  male  and  female  leaders  to
lead  in similar  ways,  which  appears  as an underlying  assumption  in  much  of  the literature
on leadership,  should  be refined  to delineate  differences  between  leadership  competence
and  leadership  style.  The  findings  in  this  qualitative  survey  suggest  that  male  and female
followers  expect  male  and  female  leaders  to demonstrate  similar  levels  of  competence
based  on  their  having  similar  skill  sets, experience,  education  levels,  and  technical
training  and aptitude;  however,  people  generally  believe  that  male  and female  leaders
exhibit  different  leadership  styles  based  upon  a number  of  personal  and social  factors.
Further,  people  are generally  open  and  accepting  of  these  perceived  differences  in
leadership  style  so long  as the leader  sufficiently  demonstrates  his  or her  competence  in
eight  general  areas  which  followers  commonly  use to assess their  leaders'  competence,
regardless  of  the leader's  gender.
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CHAPTER  I
INTRODUCTION
When  I began  working  on a research  proposal  for  my  graduate  thesis,  my  original
intention  was  to explore  how  organizational  expectations  may  impact  the leadership
behaviors  of  male  and female  leaders  within  organizational  settings.  I was  specifically
interested  to explore  whether,  how,  and  to what  extent  an organization's  real  or  perceived
expectations  for  leadership  behavior  may  impact  exhibited  male  and female  leadership
styles.  I began  with  a few  cogent  questions  such  as: Do  men  and  women  typically  lead  in
the same ways? Do men and women typically  lead in different  ways?
Empirical  research  addressing  topics  of  gender-based  leadership  behaviors  is
extensive;  my  assumption  was  that  the answers  to these  arguably  foundational  and
straightforward  questions  do exist  within  the literature.  However,  after  several  months  of
reading  and other  investigation  I realized  that  the solutions  to these  "foundational
questions"  were  more  complex  than  I could  have  imagined.  The  reality  is that  no
consensus  exists,  among  scientists,  on the  topic  of  whether  men  and  women  lead  in  the
same  ways  or whether  men  and  women  lead  differently.  According  to some  researchers,
there  is growing  evidence  to support  a claim  that  women  use more  interactive  or
transformational  leadership  styles  than  do men  (Helgeson,  1990;  Rosener,  1990;  Eagly,
2007;  Eagly  &  Carli,  2007).  Other  researchers  argue  that  the demands  of  particular
leadership  roles  require  leaders  to behave  in  prescriptive  ways;  therefore,  they  argue  that
men  and  women  in like  leadership  roles  lead  in similar  ways  (Kanter,  1977;  Nieva  &
Gutek,  1981;  van  Engen,  van  der  Leeden  &  Willemsen,  2001).  Still  other  leadership
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researchers  are reluctant  to make  such  generalizations  about  gender-based  leadership
styles,  citing  inconsistencies  in research  results.  Among  these  is Bernard  Bass,  a well-
known  leadership  scholar  who  has argued  that,  "the  preponderance  of  available  evidence
is that  no consistently  clear  pattern  of  differences  can be discerned  in  the supervisory
style  of  female  as compared  to male  leaders"  (Bass,  1981,  p. 499).  Bass's  comment
resonates  with  a large  number  of  social  scientists  who  have  generally  agreed  that  "there
are in fact  no reliable  differences  in  the  ways  that  women  and  men  lead"  (Eagly  &
Davidson,  1990,  p. 233).
The  presence  of  these  competing  scientific  views,  despite  significant  research  on
gender-based  leadership,  piqued  my  curiosity;  I began  to wonder  what  factors  may
account  for  inconsistencies  in  research  results.  I became  interested  in identifying  and
examining  perceptible  contradictions  within  the literature  as potential  barriers  to
scientific  consensus  (e.g.  consensus  among  social  scientists  and other  researchers)  on the
question  of  whether  men  and  women  typically  lead  in the same  ways.  I wondered,  for
instance,  whether  certain  dynamic  social  factors  such  as gender  role  stereotypes  or  the
percentage  of  women  in  the  work  force  may  have  shaped  the  way  in  which  studies  on
leadership  were  carried  out  or interpreted  over  time;  or, whether  changes  in  dominant
leadership  theories  throughout  different  eras (e.g.  Van  Seters  &  Field,  1990)  may  have
influenced  how  studies  on  leadership  were  implemented  or explained.
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Background  and  Context
Despite  the existence  of  significant  empirical  literature  on  the  topic  of  male  and
female  leadership  styles,  questions  about  whether  men  and  women  lead  similarly  or
differently  are still  debated  and  their  answers  controversial.  The  problem  is not  simply
the absence  of  consensus,  but  the  presence  of  inconsistent  outcomes  when  one compares
the  results  of  individual  studies,  sequential  studies,  or meta-analyses  of  studies  conducted
over  a period  of  time  (e.g.  Eagly  &  Davidson,  1990;  Eagly,  Makhijani  &  Klonsky,  1992;
Eagly  &  Davidson,  2001).  While  the scientific  community  continues  to debate  whether
and  to what  extent  men  and  women  may  lead  in  relatively  similar  or dissimilar  fashions,
statistics  regarding  the comparative  importance  of  women  in  the U.S.  work  force  and  the
relative  lack  of  women  in  the  most  senior  leadership  positions  within  that  same  work
force  are much  more  straightforward.
Significant  Changes in Female Participation  in the Work Force
Over  the  past  sixty  years,  the  number  of  women  in  the  U.S.  labor  force  has
increased  at a rapid  pace  (Toossi,  2002,  p. 15). As  shown  in Table  1.1,  in 1950  fewer
than  thirty-four  percent  of  women  aged  sixteen  or older  participated  in the labor  force;  by
2000  slightly  greater  than  sixty  percent  of  women  aged  sixteen  or older  worked  at least
part-time.  There  were  just  eighteen  million  women  in  the  work  force  in 1950;  by  2000
there  were  sixty-six  million  working  women-  an increase  of  almost  257%  in  fifty  years.
The  ratio  of  women  in  the  labor  force  has also  risen  significantly  over  this  same  period.
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In 1950  females  represented  almost  thirty  percent  of  the U.S.  work  force;  by  2000  that
number  had  increased  to forty-seven  percent.  In  addition  to the increased  participation  by
women  in the  work  force  overall,  a greater  share  of  working  women  presently  work  full
time  and  year  round  than  in past  decades  (U.S.  Department  of  Labor).  Of  all  women  who
worked  at some  point  during  calendar  year  2007,  sixty-two  percent  worked  full  time  and
year  round,  compared  with  forty-one  percent  in 1970.  During  the same  period,  the
proportion  of  men  who  worked  full  time  and  year  round  grew  from  sixty-six  to seventy-
five  percent  (U.S.  Department  of  Labor).
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+ 31,428 +71.7% 70.4% 53.4%
Women







+ 47,227 +256.8% 29.6% 46.6%
Source  Toossi,  M (2CO2), Mon(hlyLatorReview
Commensurate  with  the  increased  share  of  women  in  the  work  force,  there  are also
more  female  managers  and  professionals.  As  shown  in  Table  1.2,  Catalyst  (2009)  reports
that  the  percentage  of  managerial,  professional,  and  related  positions  in  the  U.S.  held  by
women  were  forty-eight  percent  in 1995.  By  2009  that  percentage  had  increased  to
greater  than  fifty-one  percent,  slightly  ahead  of  women's  share  of  the  U.S.  work  force.
Over  the  past  forty  years,  working  women  have  also  become  more  educated.  The  U.S.
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Department  of  Labor  reports  that  among  women  aged  25-64  in  the labor  force,  the
proportion  with  a college  degree  roughly  tripled  from  1970-2008.
Table  1.2
oto of  Managerial,  Professional  &  Related  Positions  in  the  u.s. Labor




1995  19%  1997  1998  1999  2000  2001  2002  2003  2004  2005  2006  2007  2008  2009
Source  Catalyst  (2009).  Statistical  overview  of  women  in theworkplace.
As  these  statisticS  represent,  at least  by  certain  measures,  the U.S.  appears  to be
moving  toward  gender  equality  in  the  work  place  (Carli  &  Eagly,  2001,  p. 630);  however,
while  the  number  of  females  in  the  work  force  has increased  and  the  ratio  of  mid-level
managers  and supervisors  has grown  proportionately,  the gap in  the gender  fair  share  for
women  executive  leaders  has not  kept  pace. Catalyst  reports  that  in  2009  women  held
just  over  fifteen  percent  of  board  seats,  a number  relatively  unchanged  since  2005  (see
Table  1.3). Further,  in  2009  women  held  only  three  percent  of  CEO  positions  within
Fortune  500  companies,  a statistic  unchanged  from  2008.  The  relative  lack  of  women  in
elite  leadership  positions  was  once  considered  a "pipeline  problem,"  meaning  that  there
were  not  enough  women  with  the  appropriate  levels  of  education  and experience  to fill
senior  roles  (Carli  &  Eagly,  2001,  p. 631).  While  this  perspective  had  support  in  certain
CEO  circles  (Ragins,  Townsend,  &  Mattis,  1998),  it  has lost  considerable  merit  based
upon  the significant  increases  in  the  total  number  of  women  in  the labor  force  and  the
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length  of  time  they  have  been  working.  Instead  of  a pipeline  problem,  the  persistent  lack
of  women  in  senior  leadership  positions  has led  to the  rise  of  popular  analogies,  such  as
the "glass  ceiling"  (Hymowitz  &  Schellhardt,  1986)  and  a "labyrinth"  for  women  to
navigate  in  the  work  place  (Eagly  &  Carli,  2007).  These  metaphors  intend  to capture  the
idea  that  capable  women  face  social  prejudice  and discrimination  which  limits  their
ability  to attain  or maintain  senior  leadership  roles.
Table  1.3
Fortune  500  Board  Seats  Held  by  Women2
13.6"/o
1995  2996  2997  1998  1999  2000  20m  2003  2005  2006  2007  2008  2009
Source:  Catalyst  (2009).  Women  in u.s.  Management.
A Reason  to Reconsider  Underlying  Issues
It  is clear  that  a discrepancy  exists  today  between  the  proportion  of  women  in  the
t+.s. workforce  and  the  relative  under-representation  of  women  in  top  leadership
positions  within  that  same  work  force.  The  presence  of  this  discrepancy  combined  with
continued  scientific  debate  about  whether  males  and  females  lead  similarly  or differently
-despite  significant  empirical  research  on  this  topic  -  creates  a reason  to step  back  and
to ask new  questions.  It challenges  one to re-examine  the  underlying  assumptions,
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ideologies,  and issues  which  may  be contributing  to both  the  discrepancy  between  the
share  of  women  in  the  work  force  versus  share  of  women  leaders  and  to the debate  about
male  and female  leadership  styles.  Perhaps  in  addition  to the question,  "Do  men  and
women  typically  lead  in the same  ways?"  we  should  consider  other  questions,  such  as:
Do we expect that men and'viiomen should lead irx the same ways? 7f  so, is this
expectation  realistic,  given  socialization  within  the U.S. culture?  Is it  important  within
our culture to assert that men and women lead irt either different  ways or in similar
Wa))S?
Influence  of  Social  Factors
In a review  of  literature  on  gender-based  leadership  styles  in combination  with
literahire  addressing  the  psychology  of  gender  roles  and  the dynamics  of  social  change,
certain  social  factors  rise  to the surface  which  may  contribute  to inconsistencies  in  the
results  and  conclusions  attained  in  the  research  studies  conducted  on gender-based
leadership.  It is possible  that  these  factors  may  influence  the exhibited  behaviors  of  male
and  female  leaders  during  others'  assessments  of  their  leadership  performance,  as well  as
the expectations and perceptions of  leaders as assessed by male and female followers  who
participated  in  leadership  studies.  Similarly,  in some  regard  social  factors  may  inform
the  ways  in  which  researchers  conduct  scientific  studies  and  interpret  research  results  (see
Kuhn,  1996;  Casti,  1989).  To the extent  that  certain  social  factors  may  have  influenced
research  studies  on leadership,  they  may  be contributing  to inconsistencies  in  research
results;  therefore,  they  may  act as barriers  to consensus  among  scientists  on the issue  of
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whether  or  not  males  and  females  lead  in  similar  ways.  The  questions  central  to this
lSSue  alae:
1.  Do/how  do social  factors  inform  the  way  that  studies  on  gender-based
leadership  are  carried  out  or  interpreted?
2.  Do/liow  do socialized  gender  roles  influence  the  way  in  which  leaders  behave
in  research  studies?
3.  Do/how  do socialized  gender  roles  inform  follower  expectations  and
assessments  of  male  and  female  leadership  behaviors?
4.  Do  males  benefit  from  an inherent  advantage,  and  females  suffer  a relative
disadvantage,  in  assessments  of  male  and  female  leadership  behaviors?
5. Does  the  research  setting  (e.g.  organizational  or  laboratory  setting)  influence
exhibited  leadership  behaviors  of  males  and  females?  If  so, how?  And  why?
6.  Do  people  want  or  expect  men  and  women  to lead  in  similar  ways?
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CHAPTER  II
LITERATURE  REVIEW
This  literature  review  includes  prevalent  scholarship  within  three  areas  of  scientific
study:  research  on male  and  female  leadership  behaviors;  literature  on  the  psychology  of
gender  roles  and  the socialization  of  males  and  females  within  the  U.S.,,  and  the impact  of
gender  role  stereotypes  on  prevalent  attitudes  and  perceptions  of  male  and  female  leaders  and
leadership  behaviors  within  the U.S. Each  of  these  areas  sheds  light  on relevant  social  issues
which  could  be contributing  to inconsistent  results  in  assessments  of  male  and  female
leadership  styles.  To  the extent  that  social  factors  may  influence  research  studies  on gender-
based  leadership  or  the  interpretation  of  study  results,  those  factors  may  be bm"riers  to
research-based  consensus  on  the issue  of  whether  or  not  males  and  females  lead  in  similar
ways.
Underlying  Male  Advantage  and  Female  Disadvantage
Within  Leadership  Frameworks
Historically,  males  have  held  more  leadership  positions  than  have  women;  this  is
commonly  recognized  within  the literature.  Consequently,  throughout  the literature,
researchers  have  discussed  leadership  primarily  in  masculine  terms;  further,  many  theories  of
leadership  have  focused  on qualities  related  to typical  male  behaviors  and  which  may  also  be
considered  as atypical  female  behaviors  (e.g.  Miner,  1993).  From  the "great  man  theories"  of
the early  twentieth  century  (see Van  Seters  &  Field,  1990)  to transactional  theories  which
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stress  reward  and  punishment  (see Weber,  1947;  Bass,  1981),  leadership  theories  have  been
evolutionary  in nature  and  have  been  based  largely  on assessment  of  those  who  already  have
leadership  roles:  primarily  males.  For  example,  in  Miner's  (1993)  discussion  of  managerial
role  motivation,  he notes  that  even  though  male  and  female  gender  role  patterns  within  the
U.S.  have  changed  significantly  since  the 1950s,  there  remains  "considerable  similarity
between  the requirements  of  the  managerial  role  and  the more  general  demands  of  the
masculine  [circa  1950s]  father  role"  (p. 13). Miner  further  notes  that  both  the stereotypical
father  role  and  the  managerial  role  emphasize  "taking  charge,  making  decisions,  taking
disciplinary  action  when  necessary,  and  protecting  other  members  of  the  group"  (p.l3).
These  characteristics  are stereotypically  considered  masculine  and  not  feminine;  however,
when  women  are appointed  to managerial  positions,  given  the  performance  requirements
associated  with  being  a manager,  these  same  role  expectations  apply  (p. 13). Miner
concludes  his  assessment  of  leadership,  stating  that  individuals  "who  prefer  more
characteristically  feminine  behavior  patterns...and  those  who  become  upset  or disturbed  at
the  prospect  of  behaving  in  this  masculine  manner  would  not  be expected  to possess  the  type
of  motivation  that  contributes  to managerial  success"  (p. 13). As  Miner's  comments  reveal,
leadership  literature  has evolved  and  expanded  based  upon  traditional  male  role  patterns;
consequently,  its  very  framework  carries  inherent  and  underlying  biases  in  favor  of  males
and  in  disfavor  of  females  in  leadership  roles.
Since  stereotypes  about  leaders  generally  resemble  stereotypes  of  men  more  than
stereotypes  of  women,  men  may  seem  more  natural  and  more  credible  in  leadership  roles
than  do women,  placing  women  at a disadvantage  (Eagly  &  Karua,  2002;  Heilman,  2001).
As  a result  of  being  perceived  as less natural  in  leadership  roles,  women  then  require  greater
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organizational  legitimacy  to be perceived  as leaders, whereas male leaders tend to rely more
on  the strength  of  social  ties  within  social  networks  to establish  themselves  as credible
leaders  (Murell  &  Zaencyzk,  2006).  For  example,  in  their  study  on the gendered  nature  of
role  model  status,  Murell  and  Zaencyzk  (2006)  found  that  in  order  to be considered  an
organizational  role  model  (note  that  the  researchers  used  "role  model"  as proxy  for "leader"),
females  had  to behave  in  more  prescribed  ways  than  did  males  in  order  to achieve
organizational  legitimacy.  Specifically,  females  had  to give  but  not  ask for  advice;  further,
they  had  to demonstrate  specific  job  knowledge,  receive  organizational  recognition,  and
create  strong  social  ties  within  the organization  (p. 568). On  the other  hand,  the  researchers
found  that  for  males  to be considered  as role  models,  they  "merely  had  to participate  in  the
advice  network,  regardless  of  whether  or not  they  were  giving  advice,  maintain  firiendship
ties,  and earn  organizational  rewards"  (p. 568)  such  as public  acknowledgement,  a
promotion,  or other  organizational  recognition.  Thus,  to achieve  similar  organizational  status
and  credibility,  females  had  to behave  in  ways  different  from  males.  This  finding  reinforces
the  perspective  that,  since  people  historically  assume  men  to be more  competent  and
legitimate  than  women  as leaders,  their  perceptions  foster  hierarchical  patterns  of  social
interaction  through  which  men  wield  greater  influence  and  exercise  more  leadership  than  do
women  (Carli  &  Eagly,  2001,  p. 631).  Thus,  if  males  and  females  do lead  in  similar  ways,
they  may  not  be perceived  as equally  competent;  males  may  have  a relative  advantage  and
females  a relative  disadvantage.
Over  the  past  several  decades,  leadership  theorists  have  begun  to move  away  from  a
focus  on stereotypical  gender-based  attributes  and  have  focused  instead  on factors  such  as the
leader's  influence  on others  and  ways  that  influence  is generated  (e.g.  Burns,  1978;  Bass,
Augsburg  College Library
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1989;  Pielstick,  1998).  This  new  approach  to leadership  originally  emerged  in  Burns'  (1978)
description of  a leadership style he labeled as transforming. As later enhanced by Bass
(1985,  1998),  transformational  leadership  involves  establishing  oneself  as a role  model  by
gainingtheconfidenceandtrustofsubordinatesorfollowers.  Bass(1998)defines
transformational  leaders  as those  who  "broaden  and  elevate  the interests  of  others  by  creating
awareness  and  acceptance  of  the  purposes  and  mission  of  a group,  and  by  stirring  others  to
look  beyond  their  own  self-interests  for  the good  of  the group"  (p. 21).  In addition,  Bass
ascribes  four  personal  qualities  to transfortnational  leaders  which,  arguably,  may  transcend
gender.  These  include:  (1)  having  charisma  in  the eyes  of  one's  followers;  (2)  having  the
ability  to inspire  others;  (3)  providing  intellectual  stimulation;  and (4)  demonstrating
individualized  consideration  for  others  (p. 21). As  popular  and  academic  literature  has
shifted  its spotlight  to focus  on these  more  democratic  and  participatory  leadership
approaches,  there  has been  at least  directionally  greater  support  for  female  leadership
legitimacy  (e.g.  Eagly  &  Carli,  2001;  Kohl,  Williams  &  Frohlinger,  2004;  Eagly  &  Carli,
2007).  This  is because  stereotypically  female  behaviors  include  characteristics  such  as
caring,  collaboration,  and showing  concern  for  others,  and  these  attributes  are generally
associated  with  transformational  leadership  behaviors  (see Bass,  1989;  Eagly  &  Carli,  2001  ;
Eagly  &  Carli,  2007).  Further,  these  "softer"  characteristics  are not  necessarily  consistent
with  male  stereotypes  (e.g.  Miner,  1993).
Although  focus  has shifted  away  from  stereotypically  male-dominated  leadership
approaches  to center  on leadership  approaches  that,  arguably,  may  incorporate  greater
stereotypically-female  behaviors,  researchers  generally  with  caution  discuss  potential
differences  in  male  and  female  leadership  styles.  In  one distinctive  study  which  appeared
Social  Influences  and Assessments  of  Leadership  13
briefly  to elevate  the  importance  of  gender-based  leadership  differences,  researchers  claimed
that  female  leaders  may  have  some  advantage  over  male  leaders (see  Eagly,  Johannensen-
Schmidt  &  van  Engen,  2003).  The  claim  of  a potential  female  advantage  sparked  debate
within  the  scientific  community  (see  Vecchio,  2003;  Eagly  & Carli,  2003). Specifically,  in  a
meta-analysis  comparing  the transactional,  transformational,  and laissez-faire  leadership
styles  of  men  and  women,  Eagly,  Johannensen-Schrnidt  &  van  Engen  (2003)  found  that
women  more  often  than men  use  transformational  leadership  styles; on the other  hand, the
researchers  concluded  that  men  more  often  than  women  use  transactional  and laissez-faire
leadership  styles.
Citing  contemporary  trends  in  management  which  favor  more  transformational
approaches,  Eagly  et al. proposed  that  females  may  have  a relative  advantage  over  males  in
some  regards.  The  authors  tempered  their  conclusions  about  potential  female  advantage  by
stating  that  counter  measures  related  to  prejudice  could  dilute  any  prospective  advantage.
For  instance,  any  budding  female  advantages  in  leadership  style  may  be tempered  by  a
reluctance,  especially  from  men,  to give  women  power  over  others  in  work  settings  (Eagly  &
Karau,  2002).  Eagly,  Johannesen-Schmidt  &  van  Engen  (2003)  further  acknowledged  that
potential  critics  could  argue  that  any  superiority  of  women  as leaders  should  propel  females
to  the  top  of  organizations;  this  perspective  may  then  assume  that  the  "dearth  of  women  in
elite  leadership  roles  suggests  male  superiority  in  leadership,  not  the  female  superiority
suggested  by  our  findings"  (p. 586).  This  argument,  however,  presiunes  organizational
meritocracy  in  which  the  most  competent  people  win  promotions.  As  Eagly  et al. point  out,
the  error  in  this  claim  is that  organizations  "clearly  depart  from  a meritocracy  stnicture  in
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allowing  and  even  fostering  differential  reactions  to men  and  women  who  are equivalent,
given  their  qualifications"  (p. 586).
Eagly  et al.'s  (2003)  finding  of  potential  female  advantage  sparked  controversy
within  the  research  community,  most  notably  from  Vecchio  (2003)  who  criticized  the  Eagly
et al. (2003)  analysis  for  its  "lack  of  objectivity  and  lack  of  empirical  rigor"  (p. 835),  among
other  issues.  Eagly  &  Carli  (2003)  responded  to Vecchio's  claims  by  reaffirming  findings
from  the  Eagly,  Johannesen-Schmidt  &  van  Engen  (2003)  meta-analysis  and  citing  the
systematic  quantitative  integration  of  the  available  research.  More  recently,  however,  the
same  authors'  assertions  of  differences  in  exhibited  male  and  female  leadership  behaviors
have  been,  arguably,  less  provocative.  For  instance,  Eagly  &  Carli  (2007)  assert  that  female
leaders  may  be "slightly  more  likely  to have  a transformational  style  than  male  managers"  (p.
133). In  the  same  publication,  the  researchers  also  stress  that  "male  and  female  leaders  differ
only  in  some  respects  and  some  circumstances  and,  on  the  whole,  do  not  differ  by  much"  (p.
119).  Thus,  while  leadership  theory  has  evolved  from  stereotypical  male  gender-role  patterns
of  past  decades  to more  recent  leadership  principles  favoring  coaching  and  collaboration,
researchers  appear  reluctant  to draw  firm  conclusions  about  whether  men  and  women  lead  in
similar  or  dissimilar  ways  now,  or  whether  they  have  led  in  similar  or  dissimilar  ways  in  the
past.
Perhaps,  as some  researchers  suggest,  there  simply  is not  enough  evidence  to conclude
whether  or  not  males  and  females  lead  in  similar  ways;  after  all,  situations  change  and
leaders  negotiate  through  dynamic  conditions  and  variables  all  the  time.  Alternatively,
perhaps,  as the  share  of  males  and  females  in  the  labor  force  and  in  supervisory  roles  has
become  more  balanced,  and  as the  level  of  contact  between  male  and  female  leaders  has
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increased,  there  has  been  sufficient  blurring  of  leadership  behaviors  to render  any
stereotypical  gender-related  leadership  characteristics  a moot  issue.  For  instance,  Sargent
(1981)  advocates  that,  given  time  and  exposure,  managers  of  each  gender  adopt  "the  best"  of
the  other  gender's  qualities  to become  more  effective,  androgynous  managers.  As  a third
alternative,  it  is at least  plausible  that  other  social  pressures  are at play  and  work  to influence
the  real  or  perceived  differences  in  ways  that  men  and  women  lead;  one  such  factor  may
include  gender  role  stereotypes  produced  through  socialization.
The Impact of  Gender Role Socialization  on Male and Female Leadership Behaviors
Social  scientists  studying  gender  roles  and  role  development  argue  that  men  and
women  approach  leadership  issues  fundamentally  differently  due  to socialization  within  a
biased  culture  (see  Lever,  1976;  van  Engen  &  Willemsen,  2004;  Heim  &  Golant,  2005).
Since  societies  are,  to a large  extent,  organized  around  gender,  gender  roles  take  on special
importance  :[rom  birth  (Bussey  &  Bandura,  2004).  For  instance,  children  learn  to classify
people  on  the  basis  of  their  gender  from  a very  early  age;  by  seven  months,  infants  can
discriminate  between  male  and  female  faces  and  voices  (p. 101).  Further,  as discussed  in
Bussey  and  Bandura:
Gender  development  is a fundamental  issue  because  some  of  the  most  important
aspects  of  people's  lives,  such  as the  talents  they  cultivate,  the  conceptions  they  hold
of  themselves  and  others,  and  the  societal  opportunities  and  constraints  they
encounter,  and  the  social  life  and  occupational  paths  they  pursue  are  heavily
prescribed  by  societal  gender  typing.  (p. 92)
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Consistent  with  the  argument  that  gender  provides  an "implicit  background  identity"
(Ridgeway,  2001,  p. 644),  social  psychologists  studying  sex  role  development  have  found
that  American  girls  and  boys  typically  are  socialized  quite  differently  (Heim  &  Golant,
2005).  For  instance,  from  an early  age  girls  are  taught  to  be  "fragile,  dependent,  compliant,
cooperative,  and  nurturing"  (Heim  &  Golant,  2005,  p. 23).  On  the  other  hand,  boys  are
trained  to be "sturdy,  independent,  active,  assertive,  aggressive  and  unemotional"  (p. 23).
This  gender-role  training  is both  subtle  and  pervasive,,  it  begins  from  "the  moment  we  wrap
our  infants  in  color-coded  blankets"  (p.23)  and  continues  through  formative  years  and  into
adulthood.  Through  a continuous  process  of  gender-role  socialization,  society  acculturates
male  and  female  infants  into  masculine  and  feminine  adults  (Bussey  &  Bandura,  2004,  p.
92).  As  a result,  gender  acts  as an inescapable  social  label  that  is applied  to people  instantly
and  generally  automatically  without  deliberation  (Eagly  &  Beall,  2004,  p. 1). Further,  being
born  into  one  category  of  either  "male"  or  "female"  and  not  the  other  has  a significant  impact
on  how  individuals  are  treated,  what  they  expect  of  themselves,  and  how  they  lead  their  lives
(Eagly  &  Beall,  2004,  p. 1).  In  emphasizing  gender  roles  as well  as leader  roles,  social  role
theorists  contend  that  "leaders  occupy  roles  defined  by  their  specific  position  in  a social
hierarchy  and  simultaneously  'function  under  the  constraints  of  their  gender  roles"  (Eagly,
Johannensen-Schmidt  &  van  Engen,  2003,  p. 572).  Furthermore,  to the  extent  that  gender
roles  exert  some  influence  on  leaders,  "male  and  female  occupants  of  the  same  leadership
role  would  behave  somewhat  differently"  (p. 572).
The  effects  of  gender-role  socialization  reveal  themselves  in  literature  as social
biases  in  favor  of  male  leaders  and  against  female  leaders  who  demonstrate  leadership  styles
stereotypically  associated  with  male  leaders  (see  Eagly,  Makhijani  &  Klonsky,  1992;  Rhode,
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2003).  Its  effects  are  also  evident  in  research  assessing  the  challenges  women  face  in
attaining  and  maintaining  leadership  roles.  While  models  of  leadership  have  shifted  away
from  somewhat  less  stereotypically  masculine  command-and-control  ways  of  leading,
women  still  face  unique  challenges  both  in  securing  leadership  positions  and  then  in
overcoming  resistance  to their  leadership  (Kolb,  Williams  &  Frohlinger,  2004).  This  insight
is important  because,  according  to many,  today's  new  leadership  styles  favor  collaboration
and  learning,  characteristics  more  commonly  associated  with  female  behavior  than  with  male
behavior.  Consequently,  women  could  be perceived  to  have  some  leadership  advantage  over
men  in  today's  organizations.  Many  argue,  however,  that  no such  "female  advantage"  exists
today  when  it  comes  to women  being  accepted  as leaders;  instead,  they  contend  that  for
women  to establish  themselves  as legitimate  leaders,  women  must  negotiate  their  way
through  a number  of  tests  that  their  male  colleagues  often  bypass  (Kolb  et al.,  2004;
Jamieson,  1995).
Such  tests  include  the  "token  test"  (Kolb  et al.,  2004,  p. 3),  wherein  a woman  may  be
hired  in  order  to provide  gender  diversity  within  an organization,  but  not  because  she's  truly
seen  as someone  with  true  leadership  potential;  the  "double-bind  test"  (p. 6),  which
challenges  the  concept  of  whether  a woman  can  be both  leader  and  woman;  the  "fitness  test"
(p. 7), which  questions  whether  a woman  leader  has  the  right  background  for  a job  and
simultaneously  holds  her to a higher  standard  of  suitability  than  her male counterparts;  and
the "right  stuff'  test (p. 10), which  challenges  whether  a female  leader should  be accepted  as
a legitimate  and  credible  leader  even  after  she's  accepted  a position.  Each  of  these  "tests"
represents  an informal,  even  unintentional,  organizational  screen  or  challenge  that  can
effectively  force  women  into  a cycle  of  having  to validate  themselves  as leaders,  even  after
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they've  been  hired. Of  importance,  these "tests"  require  female  leaders to navigate  and to
behave  differently  within  organizations  than  their  male  counterparts  do in  order  to be
successful.  Further,  they  have  been  shown  to negatively  impact  women's  self-perceptions  of
competence  as leaders  (Heilman,  Simon  &  Repper,  1987).
For  instance,  in  a study  designed  to assess  the  impact  of  selecting  leaders  based  upon
gender  instead  of  on  merit  (e.g.  "the  token  test"),  women  were  shown  to suffer  negative
psychological  and  emotional  effects  as a result  of  being  devalued  as legitimate  leadership
candidates  (Heilman  et al., 1987).  Specifically,  when  women  were  chosen  for  leadership
positions  based  on  their  gender  rather  than  on  their  merits,  they  were  shown  to have  less
regard  for  their  own  accomplishments,  a reduced  desire  to  remain  in  a leadership  role,  and
diminished  views  of  their  overall  leadership  skills.  In  the  same  study,  when  males  were
chosen  for  leadership  positions  based  solely  on  their  gender,  researchers  concluded  that  this
method  of  selection  had  no effect,  perhaps  indicating  an assumption  of  relative  gender
advantage  based  upon  gender  socialization.
The  "double-bind"  test  also  emerges  frequently  in  literature  related  to male  and
female  leadership  behaviors  and  the  effects  of  gender  socialization.  Jamieson  (1995)
introduces  the  concept  of  the  double  bind  for  women  by  referencing  a situation  in  1631
during  which  authorities  placed  women  accused  of  witchcraft  in  a no-win  situation.  As
Jamieson  relates,  "the  suspected  witch  was  submerged  in  a pond.  If  she drowned,  she
deserved  to;  if  she didn't,  she  was  a witch  [and  was  burned  at a stake]"  (p. 3). The  import  of
this  story  is not  its  dratnatic  ending,  but  the  double-bind  situation  into  which  certain  women
were  placed  because  they  did  not  succumb  to ascribed  social  norms  for  women.  Those
women  accused  of  witchcraft  were  typically  those  unprotected  by  a father  or  husband,  and
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those  who  acted  outside  of  "a  woman's  natural  sphere"  (p. 3). Fast-forwarding  almost  four-
hundred  years  to modern  times,  Jamieson  argues  that  women  as leaders  continue  to be put
into  no-win  situations  when  they  behave  in  ways  inconsistent  with  socialized  gender  roles.
For  instance,  when  women  demonstrate  qualities  frequently  associated  with  leaders
qualities  such  as strength,  decisiveness,  authority,  etc. - they  may  be perceived  to be "overly
harsh,  too  aggressive,  uncaring"  (Kolb,  Williarns,  Frohlinger,  2004,  p. 6). On  the other  hand,
if  a female  leader  displays  warmth  or otherwise  conforms  to the feminine  side  of  the
stereotype,  "she  risks  being  dismissed  as too  soft  or too  feminine  for  the tough  jobs"  (p. 7).
Thus,  women  leaders  must  navigate  a narrow  band  of  behaviors  in  order  to be accepted  as
leaders;  they  must  enact  the appropriate  "masculine"  requirements  of  leadership  but  in  a way
that  draws  on their  feminine  abilities  (p. 7).
The  insight  that  women  must  learn  to adapt  their  behavior  in response  to social
expectations  was  central  to Rosener's  argument  about  women  learning  to lead  without  formal
authority  (1990,  p. 121).  In her  article  "Ways  Women  Lead,"  Rosener  (1990)  presented  the
results  of  a case study  which  highlighted  fundamental  differences  in  how  men  and  women
leaders  approach  leadership.  Specifically,  Rosener  noted  that  men  were  more  likely  than
women  to view  job  performance  as a series  of  transactions  with  subordinates  and  more  likely
to use power  that  comes  from  their  organizational  status  and  formal  authority  (p. 120).  On
the other  hand,  women  were  more  likely  to describe  themselves  in ways  consistent  with  a
transformational  leadership  style,  saying  that  they  work  to make  subordinates  feel
"important,  included,  and  energized"  (p. 121).  As  Rosener  noted,  "Women  leaders  don't
covet  formal  authority.  They  have  learned  to lead  without  it"  (p. 123).  Consistent  with  this
statement,  Eagly  (2007)  acknowledges  that  advancing  up a highly  male-dominated  hierarchy
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requires  an especially  strong,  skillful,  and  persistent  woman.  "She  has  to avoid  the  threats  to
her  confidence  that  other  people's  doubts  and  criticism  can  elicit.  Such  a woman  is also
vulnerable  because  her  gender,  which  is so highly  salient  to others,  can  be quickly  blamed  for
any  failings"  (p. 7). Given  socialized  biases  against  female  leaders  who  violate  prescribed
stereotypes  of  female  behaviors,  it  follows  that  female  leaders  are encouraged,  if  not
conditioned,  to find  ways  to lead  within  prescribed  stereotypical  norms  in  order  to fiirther
their  careers  and  to be perceived  as effective  and  legitimate  leaders.  Thus,  it  is likely  that  the
demonstrated  leadership  behaviors  of  both  males  and  females  included  in  the  literature  reflect
the  effects  of  gender-role  socialization;  in  the  case  of  females,  their  exhibited  leadership
behaviors  may  also  include  adaptations  to leadership  style  in  response  to real  or  perceived
gender-bias.  Since  gender-bias  is thus  discernible  within  the  literature  and  because  gender  is
also  salient,  the  potential  importance  of  this  prejudice  as a driver  of  inconsistent  research
results  in  studies  of  male  and  female  leadership  behaviors  cannot  be ignored.
The Impact of  Gender-Role Stereotypes on Followers'  Assessments of  Leaders
Literature  on  followers'  assessments  of  leadership  behaviors  reveals  an apparent
social  bias  in  favor  of  male  leaders  and  against  female  leaders  who  demonstrate  leadership
styles  stereotypically  associated  with  male  leaders.  This  bias  is apparent  within  responses  of
both  males  and  females  who  participated  in  research  studies  (Eagly,  Makhijani  &  Klonsky,
1992);  it may  affect  both  the  way  that  male  and  female  leaders  lead  and  the  way  that  male
and  female  leaders  are  perceived  by  others  (e.g.  followers).  Despite  assertions  by  some  that
leaders in  like  positions  will  use  similar  leadership  styles  irrespective  of  gender,  the  literature
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contains  evidence  of  bias  against  female  leaders  who  demonstrate  leadership  behaviors
customarily  associated  with  a male  stereotype  (see Eagly,  Makhijani  &  Klonsky,  1992;
Rhode,  2003).
For  example,  a 1992  meta-analysis  of  studies  conducted  on the evaluation  of  males
and females  in  leadership  roles  within  organizational  and experimental  settings  showed  that
when  female  leaders  used  an autocratic  leadership  style,  they  were  rated  as less effective  by
their  followers  than  were  their  male  counterparts  (Eagly,  Makhijani  &  Klonsky,  1992).  This
study  was  conducted  during  a period  of  significant  controversy  over  whether  discrimination
against  female  leaders  was  partially  to blame  for  the  sparse  representation  of  women  as
leadersandmangers,especiallyatthehigherlevelsoforganizations(1992,p.3).  Atthe
time,  ceitain  researchers  argued  that  female  leaders  are not  evaluated  or perceived  differently
from  male  leaders  when  engaging  in  the same  behavior  (Powell  and Butterfield,  1982,  p.
1172).  Othersarguedthat"thereis...considerableresearchshowingthat(leadership)
performance  by  females  is frequently  subjectively  evaluated  less favorably  than  identical
performance  by  males"  (Van  Fleet  &  Saurage,  1984,  p. 20)  In  their  meta-analysis,  Eagly,
Makhijani  &  Klonsky  (1992)  examined  sixty-one  studies  published  between  1973  and 1990.
Criteria  for  including  studies  in  the sample  were  that  (a) leadership,  management,  or
supervision  was  described  or enacted  in  the  research;  (b) subjects  (e.g.  subordinates)  rated  or
otherwise  reacted  to one or more  leaders;  (c)  at least  one of  subjects'  ratings  or other
reactions  was  evaluative  (e.g.  included  an evaluation  or appraisal  of  one or more  leaders);
(d)  one independent  variable  was  the gender  of  the  target  person  in  a leadership  position;  (e)
any  characteristics  of  the leader  other  than  gender  were  either  held  constant  or varied  but
presented  identically  for  both  genders;  and (f)  research  participants  were  adolescents  and
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adults  from  North  America  who  were  not  sampled  from  populations  with  clinically
diagnosed  disorders  (p. 8).  The  researchers  coded  general  information  about  the  subjects,
along  with  511 dependent  leadership  variables,  and  then  computed  an effect  size  for  each
variable  independently.  While  results  indicated  only  a directional  tendency  for  female
leaders  to be evaluated  less  favorably  than  male  leaders  by  subordinates,  Eagly  et al. (1992)
found  evidence  of  "selective  devaluation  phenomena"  (p.l9);  specifically,  female  leaders
were  rated  as less  effective  than  male  leaders  when  the  female  leaders  used  an autocratic
leadership  style,  a style  typically  associated  with  male  behaviors.  Eagly  et al. concluded  that,
when  females  used  an autocratic  style,  it  violated  a prescribed  stereotypical  gender  role  that
expects  females  to behave  in  generally  nurturing  and  friendly  ways.  Further,  the  researchers
found  that  the  "devaluation  of  women  [as leaders]  was  greater  when  leaders  occupied  male-
dominated  roles  and  when  the  evaluators  were  men"  (p. 3). Consequently,  when  female
leaders  violated  a social  norm  that  expects  females  to behave  in  generally  nurturing,
collaborative,  and  friendly  ways,  they  experienced  negative  consequences;  this  prejudice  was
present  in  both  female  and  male  followers  but  had  greater  prevalence  in  male  followers.
More  recent  research  indicates  that  it  is not  necessary  for  women  actually  to behave
counter  to social  norms  in  order  to suffer  social  penalties;  instead  the  mere  knowledge  that  a
woman  has  been  successful  in  a stereotypically  male  work  environment  produces
assumptions  that  she has  engaged  in  behavior  which  violates  stereotypical  norms;  this
perception  then  leads  to social  penalties  (Heilman  &  Okimoto,  2007,  p. 82). For  example,
various  studies  have  demonstrated  that  when  male  and  female  research  participants  are told
that  female  managers  have  been  successful,  with  no  additional  behavior  information
supplied,  that  information  alone  is enough  for  participants  to characterize  those  female
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managers  as "lacking  the  prescribed  favorable  interpersonal  qualities  related  to
cornmunality...instead  possessing  traits  such  as selfishness,  deceitfulness,  deviousness,
coldness  and  manipulativeness"  (Heilman,  Block  &  Martell,  1995;  Heilman,  Block,  Martell
& Simon,  1989;  Heilman,  et al., 2004).
One  reason  that  gender  roles  have  different  implications  for  male  and female  leaders
is due to inconsistencies  in  followers'  beliefs  about  how  females  should  behave  and  their
beliefs  about  how  leaders  should  behave  (Eagly,  Johannensen-Schmidt  &  van  Engen,  2003).
For  instance,  followers  associate  predominantly  communal  qualities  (e.g.  friendly,  kind,  and
unselfish)  with  women  and  predominantly  agentic  qualities  (e.g.  assertiveness,  masterful,  and
highly  competent)  with  leaders  (p. 572).  Thus,  an individual's  beliefs  about  leaders  are
generally  similar  to his  or  her  beliefs  about  men  and  women,  as Schein  (2001)  demonstrated
in  her  "think  manager,  think  male"  studies.  Thus,  entrenched  social  perceptions  about
appropriate  gender-roles  and associated  gender  characteristics  are present  in the  literature;
they  influence  both  the leader's  behavior  and  the follower's  perceptions  of  the leader's
behavior.
The Impact of  the Research Setting and the Socialized  Organizational  Culture on the
Assessment of  Leadership Behaviors
Within  literature  on gender-based  leadership  styles  the  type  of  research  setting  and  the
socialized  culture  within  different  research  settings  have  been  both  diverse  and  dynamic;  this
variation  is important  because  each  of  these  factors  has been  shown  to affect  exhibited  male
and  female  leadership  behaviors  as well  as perceptions  of  male  and  female  leadership
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effectiveness  (e.g.  Eagly  &  Davidson,  1990).  According  to Bass  (1989),  a leader's
effectiveness  is based,  at least  in  part,  upon  his  or her  ability  to influence  followers;
therefore,  an individual's  ability  to effectively  demonstrate  his  or  her  leadership  behavior  is
at least  partially  dependent  upon  the setting  and  on  the  culture  within  that  setting.
For  purposes  of  this  discussion,  the  term  "culture"  refers  to the  underlying  beliefs,
values,  and  accepted  codes  of  conduct  through  which  humans  interpret  their  surroundings,
apply  meaning  to them,  and  express  themselves  (Chirot,  1994).  It  is within  the cultural
system  of  any  group  or society  that  "languages,  religions,  science,  art,  notions  of  right  and
wrong,  and explanations  of  the  meaning  of  life"  (p. 118)  come  to have  shared  meaning
among  members  of  the group  or society.  Importantly,  every  social  institution  -  whether  a
political  party,  a work  group,  a family,  etc. -  operates  within  its own  framework  of  generally
accepted  beliefs,  values,  and  codes  of  conduct  that  a majority  of  the group's  members  have
adopted,  either  formally  or informally  (Kuhn,  1996;  Casti,  1989).  To  the extent  that  gender
bias  exists  within  certain  organizational  settings,  it  may  impact  both  the exhibited  leadership
behaviors  of  males  and  females  and  the  perceptions  of  those  leadership  behaviors  by
followers  within  the organization.
Most  leadership  studies  have  been  conducted  in  organizational  settings  (Eagly  &
Davidson,  1990,  p. 234).  A  number  of  those  organizational  settings  have  been  dominated  by
men,  others  by  women,  and still  others  have  been  more  gender-balanced.  Further,  certain
organizations  operate  within  customarily  male-dominated  environments  (e.g.  accounting,  law
firms,  etc.)  and others  within  customarily  female-dominated  categories  (e.g.  nursing,
administration,  etc.). This  wide  variation  in  research  settings  may  influence  exhibited
leadership  behaviors  because  in  male-dominated  environments  female  leaders  often
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encounter  challenges  associated  with  a masculine  organizational  culture  which  may  make  it
difficult  for  women  to feel  comfortable  and  to gain  authority  (e.g.  Alvesson  & Billing,  1992;
Lyness  &  Thompson,  2000;  Silvestri,  2003;  Wajcman,  1998;  Kolb,  Williams  &  Frohlinger,
2004).  Further,  women  in  highly  masculine  fields  often  have  to contend  with  expectations
and  criticism  that  they  lack  the  "right  stuff',  meaning  that  they  lack  the  toughness  and
competitiveness  needed  to succeed  as leaders  (e.g.  Miner,  1993).  In  such  settings  it  is
difficult  for  women  to build  helpful  relationships  and  to gain  acceptance  in  influential
networks  (Kolb,  Williams  &  Frohlinger,  2004;  Timberlake,  2005).  As  discussed  earlier,
since  the  ability  to create  strong  social  ties  within  an organization  is an important  step  in
helping  female  leaders  achieve  organizational  legitimacy  (Murell  &  Zaencyzk,  2006,  p. 568),
to the  extent  that  research  settings  include  environments  where  females  struggle  to create
sufficient  social  ties,  their  ability  to lead  or  to demonstrate  their  leadership  capabilities  may
be affected.  Thus,  inconsistencies  in  the  culture  of  various  research  environments  may  help
to explain  why  researchers  find  inconsistent  results  in  gender  leadership  assessments  within
organizational  versus  laboratory  settings.
For  instance,  Eagly  &  Davidson  (1990)  examined  empirical  evidence  of  a relationship
between  gender  and  leadership  style  by  conducting  a meta-analysis  of  162  studies  published
between  1961  andl987.  Their  quantitative  synthesis  of  studies  was  the  first  such  meta-
analysis  conducted  on  gender  and  leadership  styles.  Importantly,  most  information  on  male
and  female  leadership  styles  is based  on  research  conducted  prior  to 1990  (Eagly,
Johannesen-Schmidt  &  van  Engen,  2003,  p. 569);  these  earlier  studies  typically  distinguished
between  task-oriented  styles  and  interpersonally-oriented  styles  of  leadership  (p. 569).
Consequently,  in  their  initial  meta-analysis,  Eagly  &  Davidson  (1990)  focused  on studies  that
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contained  one or more  of  the following  leadership  styles:  task-oriented  leadership  -  that  is
"organizing  activities  to perform  assigned  tasks"  (p.236);  interpersonal  style  -  characterized
by  "tending  to the  morale  and  welfare  of  the  people  in  the setting"  (p.236);  democratic
leadership,  wherein  leaders  allow  subordinates  to participate  in  decision  making;  and,
autocratic  leadership,  wherein  subordinates  are discouraged  from  participating  in decision
making  (p.236).  Variables  for  each  leadership  style  were  developed  using  questionnaires
containing  respondent  judgments  of  leadership  roles.  Variables  were  coded  independently  by
the authors  with  a median  agreement  of  ninety-seven  percent;  any  disagreements  were
resolved  by  discussion.  All  studies  included  assessment  of  five  or  more  female  plus  five  or
more  male  adults  or adolescents  from  North  America  and  provided  sufficient  results  to
calculate  a gender  effect  size or to determine  the statistical  significance  or direction  of  the
gender  difference  (p.237).  Studies  were  omitted  if  a subject's  gender  was  unclear  or if
manipulation  or pre-training  of  the subjects  was  inferred.  General  information  as well  as
characteristics  of  leaders  and  their  roles  were  coded,  as were  certain  attributes  of  the
measures  of  leadership  style  (p.238).
The  researchers  found  that  in  organizational  studies  male  and  female  leaders  did  not
differ  significantly  in  either  interpersonally-oriented  or task-oriented  leadership  styles.
However,  in  laboratory  and  assessment  studies  male  leaders  tended  to be more  task-oriented
than  female  leaders  and  female  leaders  tended  to favor  interpersonal  approaches  more  often
so than  male  leaders  did. Thus,  both  male  and  female  respondents  tended  to behave  in  more
stereotypically-gendered  ways  in laboratory  assessment  studies,  but  did  not  adhere  to the
same  stereotypical  gendered  styles  within  organizational  settings.  At  the  time,  the  finding
that  male  and  female  leadership  styles  were  generally  similar  in  organizational  settings
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suggested  to the  authors  that  organizations  may  use  certain  criteria  to select  and  hire
managers  and  then  work  to socialize  those  managers  into  their  work  roles  in  order  to
"minimize  tendencies  for  genders  to lead  or  manage  in  a stereotypic  manner"  (p.246).  As  a
result  of  managers  becoming  socialized  into  their  roles  in  the  early  stages  of  their  experience
in  an organization  (see  Feldman,  1976;  Graen,  1976;  Terborg,  1977;  Wanous,  1977),  male
and  female  leadership  behaviors  may  be less  gender-stereotypic  (e.g.  more  similar)  in
comparisons  of  men  and  women  who  occupy  the  same  managerial  role.  This  suggests  that
organizational  socialization  of  male  and  female  leaders  may  supersede  or  temper  gender-role
socialization.  Further,  it  suggests  that  both  male  and  female  leaders  adapt  their  styles  based
on  real  or  perceived  organizational  expectations  and  on  other  aspects  of  organizational
socialization.  Said  differently,  people  who  are  effective  within  a culture  may  leani  to operate
and  to lead  in  a manner  consistent  with  the  established  culture,  regardless  of  gender.
Building  on  Eagly  &  Davidson's  (1990)  meta-analysis,  van  Engen  and  Willemsen
(2004)  examined  empirical  evidence  of  similarities  and  differences  in  men  and  women's
leadership  styles  by  conducting  a meta-analysis  of  twenty-six  studies  published  in  peer-
reviewed  journals  between  1987  and  2000.  In  addition  to  the  leadership  styles  incorporated
into  the  Eagly  &  Davidson  (1990)  meta-analysis  (e.g.  task-oriented  versus  interpersonal
oriented;  democratic  versus  autocratic),  van  Engen  and  Willemsen  (2004)  extended  their
assessment  to include  studies  involving  the  more  contemporary  style  of  transformational
leadership.  This  addition  is important  since  transformational  leadership  emphasizes
characteristics  such  as collaboration  and  cooperation,  and  theorists  maintain  that  these
behaviors  are  more  typical  of  female  leaders  than  of  male  leaders  (e.g.  Book,  2000;
Helgesen,  1990;  Loden,  1985,,  Rosener,  1990).  Consistent  with  Eagly  &  Davidson  (1990),
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van  Engen  and Willemsen  (2004)  found  the  overall  effect  for  gender  differences  to be small,
with  significant  differences  in only  two  styles:  female  leaders  tended  to use democratic  and
transformational  styles  to a greater  extent  than  did  male  leaders.  However,  in  contrast  to
Eagly  &  Davidson  (1990),  van  Engen  and  Willemsen  (2004)  determined  that  measured
differences  between  male  and  female  leadership  behaviors  (e.g.  the effect  sizes)  were  larger
for  leaders  in  real  organizations  than  in  training  studies  or in student  simulation  studies.
Further,  they  found  that  female  leaders  used  more  interpersonal  and less task-oriented  styles
than  male  leaders  did  when  in  organizational  settings  compared  to other  settings.  Thus,  type
of  organization  (e.g.  real,  training,  or simulated  environment)  influenced  measured  gender
differences  in  leadership  styles,  and  the effect  sizes  were  qualified  by  the type  of  leadership
style  displayed  (e.g.  interpersonal,  task-oriented,  etc.).
Recorded  inconsistencies  in the  measured  strength  of  a relationship  between  gender
and  leadership  behaviors  when  in  organizational  settings  versus  training  settings  reinforces
the  perspective  that  leadership  behaviors  may  be impacted  by  the  research  setting.  It  may
also  suggest  that  if  these  meta-analyses  had  included  only  studies  involving  real
organizations,  or only  studies  that  included  training  or student  simulation  studies,  the
measured  effects  for  gender  differences  may  have  been  greater  overall,  assuming  effect  sizes
were  diluted  by  the combination  of  organizational  and  laboratory  settings  in  the analysis
(Eagly  &  Davidson,  1990,  p. 249).
Another  complicating  factor  embedded  in discussion  of  male-  or female-dominated
environments  is that  certain  work  roles  themselves  are considered  to be more  stereotypically
male  or female;  these  stereotypes  foster  preconceptions  about  male  and  female  effectiveness
in  certain  roles  that  are shared  by  both  males  and  females  (Schein,  1973,  1975;  Heilman,
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Kaplow,  Amato  &  Stathatos,  1993).  For  instance,  literature  reveals  that  females  tend  to
approach  traditionally  male  roles,  positions,  or  tasks  with  less  confidence  in  their
performance  capability  than  do men  (Heilman,  1983;  Lenney,  1981;  McMahon,  1982).  Since
most  high-level  and  important  organizational  positions  (e.g.  managerial  positions)  are
traditionally  considered  male  in  nature  by  both  males  and  females  (Heilman,  Block,  Martell
&  Simon,  1989;  Powell  &  Butterfield,  1979,  1989;  Schein,  1973,  1975),  women  who  are
chosen  to occupy  such  positions  are  particularly  vulnerable  to the  negative  consequences  of
believing  that  they  have  been  preferentially  selected  because  of  their  gender  (Heilman,
Kaplow,  Amato  &  Stathatos,  1993,  p. 917).  Further,  literature  reveals  that  when  a female
leader  believes  she has  been  chosen  for  a leadership  position  on  the  basis  of  gender  rather
than  on  merit,  this  perception  has a dilutive  effect  on  her  own  confidence  level  and  her
performance  in  a given  role  (Heilman,  Lucas  &  Kaplow,  1990;  Heilman,  Kaplow,  Arnato  &
Stathatos,  1993).  Thus,  preconceptions  of  role  effectiveness  based  on  culturally-shared
gender  roles  may  help  to explain  why  male  and  female  behavior  can  be different  or  similar
depending  on  the  circumstances,  the  specific  behaviors  exhibited,  and  their  consequences
(Eagly,  2009,  p. 645).  While  this  insight  applies  to organizational  settings,  it  may  be more
germane  to  research  settings  outside  of  formal  organizations  such  as experimental
laboratories  or  field  settings,  for  instance.
Most  leadership  studies  have  been  performed  in  organizational  environments,,  in
contrast,  most  social  psychology  research  has  been  conducted  outside  of  organizations  (Eagly
&  Davidson,  1990,  p. 234).  In  laboratory  or  field  settings,  which  tend  to be more  transient,
research  participants  interact  with  strangers  for  a relatively  short  period  of  time  and  without
the  benefit  of  established  organizational  roles  to provide  context  for  behavior  expectations.
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Consequently,  research  subjects  in  these  settings  face  considerable  ambiguity  about  how  one
should  behave  and  may  resort  to stereotypes  based-on  culturally-shared  meanings  associated
with  visible  attributes  of  themselves  and  others  (e.g.  sex,  race,  age,  etc.).  In  situations  of  this
type,  gender  roles,  which  are "rules  about  how  one  should  behave  as a male  or  female"  (p.
234),  may  provide  more  guidance  than  subjects  would  otherwise  have,  thus  producing
stereotypic  behaviors  in  certain  settings  but  not  others.  As  a result,  both  male  and  female
research  subjects  participating  in  leadership  studies  may  adapt  their  behaviors  based  upon  the
real  or  perceived  behavior  expectations  within  the  research  setting;  in  the  absence  of  clearly
defined  role  expectations,  subjects  may  resort  to adopting  more  stereotypical  gender
behaviors.  Consequently,  variations  in  type  of  research  setting  and  in  the  established  social
culture  of  research  settings  is likely  to contribute  to inconsistencies  in  male  and  female
leadership  behaviors.
Summary  of  Findings  in the Literature  Review
Empirical  research  addressing  topics  of  gender-based  leadership  behaviors  is extensive
yet  there  is no  research-based  consensus  about  whether  men  and  women  typically  lead  in
similar  ways  or  whether  they  lead  in  different  ways.  Perhaps  this  is because,  as Burns
(1978)  has  noted,  "leadership  is one  of  the  most  observed  and  least  understood  phenomena
on earth"  (p.  2). Consistent  with  Burns'  observation  about  leadership  complexity,  in  a
discussion  regarding  differences  between  claims  of  social  scientists  and management  experts
who have written  about gender  and leadership  style, Eagly  (1990)  has stated  that  "we  face  a
topic  of  considerable  complexity"  (p. 234). Notwithstanding  complexities  inherent  in  the
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study  of  leadership,  the  literature  reveals  various  social  effects  that  may  be further
contributing  to inconsistencies  in  the  exhibited  behaviors  of  male  and  female  leaders  and  to
perceptions  of  those  male  and  female  leaders  by  their  followers.  While  these  social
influences  may  be unintentional,  their  presence  is nonetheless  discernible;  further,  certain
gender-role  expectations  and  prejudices  about  how  males  and  females  should  behave  based
upon  social  norms  appear  to be well-entrenched.  Although  sentiments  about  women  as
leaders  are  changing  over  time,  most  people  still  prefer  to  work  for  a male  leader  than  for  a
female  leader  (Eagly,  2007;  Duehr  &  Bono,  2006;  Sczesny,  Bosak,  Neff  &  Schyns,  2004).
Consequently,  female  leaders  appear  to lead  from  a different  starting  point  than  do men;
while  women  and  men  may  occupy  the  same  functional  leadership  positions  within
organizations,  male  and  female  interpretations  of  the  leadership  role  and  their  accompanying
perceptions  of  what  is required  to be successful  in  that  leadership  position  may  be different.
If  true,  then  in  addition  to asking  the  question:  "Do  men  and  women  typically  lead  in the
same  ways?  "  greater  understanding  of  underlying  expectations  and  the  accompanying
limitations  of  leadership  behaviors  must  also  be identified  and  acknowledged.  Perhaps  we
need  to ask  new  questions,  such  as "Do  we  expect  that  men  and  women  should  lead  in  the
same  ways?  If  so, is this  expectation  realistic,  given  male  and  female  socialization  within  the
U.S. culture?  Is it  important  within  our  culture  to assert  that  men  and  women  lead  in  either
different  ways  or  in  similar  ways?
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CHAPTER  III
METHODOLOGY
Identifying  whether  people  generally  want  or  expect  men  and  women  to lead  in
similar  ways  is a complex  issue.  I hypothesized  that  an individual's  attitudes  and  perceptions
pertaining  to male  and  female  leadership  styles,  and  any  accompanying  assessments
regarding  the  efficacy  of  those  leadership  behaviors,  might  be formed  based  on a number  of
highly  personal  factors.  Some  of  these  factors  may  include  the  research  respondent's  own
gender;  his  or  her  approximate  age  as a means  for  considering  the  impact  of  prevalent  social
attitudes  regarding  gender  roles  during  the  subject's  formative  years;  the  relative  presence  or
absence  of  men  and  of  women  in  positions  of  leadership  during  the  respondent's  lifetime;
and  the  respondent's  prior  work  experience,  including  the  level,  depth,  and  type  of  exposure
to male  and  female  leaders,  among  other  factors.  In  this  study,  men  and  women  were  asked
to describe  their  own  organizational  work  experiences  and  to share  their  opinions  about  the
relative  importance  and  effectiveness  of  various  leadership  behaviors  with  the  guidance  of
interview  questions  (see  Appendix  C).
The  focus  of  this  study  was  to determine  whether  people  want  or  expect  men  and
women  to lead  in  similar  ways  within  mixed-gender  organizational  settings.  It  was  designed
to examine  the  prevalent  perceptions  and  attitudes  about  male  and  female  leadership
behaviors  by male and female  followers  within  organizational  settings  and to assess  whether
perceived  similarities  or  differences  in  gender-based  leadership  styles  may  be construed  as
relative  strengths  or  weaknesses  when  applied  within  mixed-gender  organizational
environments.
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Determination of  the Sample Population
Given  both  the saliency  of  gender  and  the  prominence  of  gender  roles  and  gender  role
socialization  within  the  U.S.,  it  was  important  to include  both  males  and females  as subjects
in  the study.  Further,  the age of  respondents  needed  to be sufficiently  broad  in  order  to allow
for  possible  differences  in  attitudes  and  perspectives  toward  male  and  female  leadership
based  upon  social  attitudes  and gender  role  associations  which  have  changed  over  time.
Finally  participant  work  experience  needed  to allow  subjects  to have  worked  in settings  in
which  they  were  able  to observe  and interact  with  both  male  and  female  leaders  in  order  to
fornn  opinions  and  to make  assessments  about  relevant  iSSues  discussed  in  this  research.  All
subjects  had  experience  working  within  mixed-gender  organizations  and  had  experience  with
both  males  and females  in  positions  of  leadership.  Twenty  men  and  women,  aged 18-64,
living  within  the  Twin  Cities  (Minneapolis/Saint  Paul,  MN  area)  were  selected  to participate
in the study.
Recruitment of  Study Participants
Recruitment  of  subjects  took  place  through  online  networking  via  LinkedIn,  a
business-oriented  social  networking  site. An  announcement  of  the voluntary  study  and  an
invitation  to participate  was  sent  to 207  men  and  women.  Study  participants  included  men
and  women  that  are "linked"  to the  researcher  either  directly  or  through  a voluntary  (e.g.  opt-
in)  shared  networking  group,  including  one of  the  following  groups:  past  or current
employees  of  Colgate-Palmolive  Company;  past  or current  employees  of  Bayer  Corporation;
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past  employees  of  CNS,  Inc.;  or,  past  or  current  employees  of  Schwan's  Consumer  Brands.
These  companies  were  targeted  for  recruitment  because  the  researcher  has  been  employed  by
each  of  these  organizations  and  has  insight  into  each  firm's  corporate  culture,  including  its
practice  of  hiring  and  promoting  both  males  and  females  into  leadership  positions.  In  order
to ensure  that  respondents  represented  a broad  range  of  ages,  organizational  roles,  and  work
experience,  certain  demographic  criteria  were  used  in  qualifying  subjects  for  inclusion  in  the
study.  Specifically,respondentswererecruitedifthey:(a)werebetweentheagesofl8-64;
(b)  were  working  or  had  worked  within  an organizational  setting  within  the  past  five  years;
(c)  were  working  or  had  worked  for  a male  or  female  leader  within  the  past  five  years;  and
(d)  lived  within  the  seven-county  Minneapolis/St.  Paul  area.  Potential  respondents  were
disqualified  from  participation  if  the  researcher  has  now,  or  has  had  in  the  past,  any  type  of
relationship  with  the  respondent  in  which  the  researcher  has  been  in  a position  of  relative
power  (e.g.  a management  or  leadership  position  or  a buyer-supplier  relationship,  etc.).
Respondents  were  selected  on  a first-come,  first-accepted  basis,  using  the  following  age and
gender  quotas  (Note  that  one  male  had  a birthday  between  completion  of  his  screener  and  the
respondent  interview,  which  increased  participation  in  the  male,  age 45-54  year  age  group  by
one):
Male Female
Gender n=lO n=l  0
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Data  Gathering
The  survey  data  are based  on information  gathered  during  one-on-one  personal
interviews  conducted  with  a total  of  twenty  (20)  respondents  between  the dates  of  June  30,
20lOandOctober7,2010.  Theresearcherpersonallyconductedeachinterview;fifteenof
the interviews  were  conducted  face-to-face,  and  five  of  the interviews  were  conducted  via
telephone.  All  interviews  were  audio-taped.  This  one-on-one  survey  approach  allowed  the
researcher  to cultivate  an open  and  safe  environment  for  candid  discussion  of  relevant  issues
and  provided  sufficient  flexibility  to probe  areas  of  particular  interest  or importance  during
each  interview.
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CHAPTER  IV
RESEARCH  FINDINGS  AND  ANALYSIS:
PERCEPTIONS  OF  MALE  AND  FEMALE  LEADERSHIP  BEHAVIORS
Introduction
This  study  identifies  and explores  prevalent  attitudes  towards,  and  perceptions  of,
male  and  female  leadership  behaviors  by  male  and  female  followers  within  organizational
settings.  It  addresses  questions  about  whether  male  and  female  followers  want  or expect
their  male  and  female  leaders  to lead  in similar  ways;  further,  it  identifies  certain  leadership
behaviors  that  followers  commonly  use to assess their  leaders'  competence,  regardless  of  the
leader's  gender.  Finally,  it  offers  insights  and  perspectives  from  male  and  female  followers
designed  to help  improve  the effectiveness  of  male  and female  leaders  within  mixed  gender
organizational  environments.
This  data  report  includes  a number  of  case studies  taken  from  respondent  interviews;
in  every  case the name  of  the  respondent  has been  changed  in  order  to protect  respondent
anonymity.
Respondents
The  participants  in  this  study  were  males  and  females  between  the ages of  eighteen
and sixty-four.  Respondents  represented  a broad  range  of  life  and  work  experiences.  Some
were  relatively  new  to workplace  settings  and,  therefore,  had  limited  exposure  to leadership
behaviors.  Others  were  seasoned  professionals  who  had  significant  experience  with,  and
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exposure  to,  various  leadership  styles;  many  had  held  leadership  roles  themselves.  The  size
and  type  of  organizations  that  participants  had  worked  within  were  also  varied;  respondents'
perspectives  were  based  on  experiences  working  in  organizations  ranging  from  large,
publicly-held,  multi-national  fin'ns,  to privately-held  companies  with  fewer  than  fi:tty
employees.  Certain  work  environments  were  described  as being  male-dominated;  others
were  described  as mixed-gendered;  none  of  the  organizations  discussed  by  respondents  was
considered  a female-dominated  environment.
The  broad  range  of  ages  and  experiences  captured  in  this  sample  proved  to be
important  as certain  attitudinal  differences  about  gender  roles  in  leadership  became  evident;
these  differences  were  especially  apparent  between  respondents  who  were  under  the  age  of
approximately  fifty  years  and  those  over  the  age  of  fifty  years.  While  certain  perceptual
differences  were  evident,  overall  there  was  general  cornmonality  among  the  sample's
attitudes  and  perspectives  about  leadership.  Respondents  were  particularly  aligned  on  their
expectations  about  whether  or  not  male  and  female  leaders  could  or  should  lead  in  the  same
ways.
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Findings  and  Analysis
Organizational  Culture  as a Relevant  Starting  Point
When  asked  to describe  their  backgrounds  and  work  experiences,  respondents
typically  began  by  first  describing  the  various  organizations  where  they  had  worked  and  then
by  identifying  their  roles  in  the  context  of  a given  organization.  For  instance,  "I  worked  for  a
semi-conductor  company  as a sales  manager,"  "I  was  a research  analyst  within  a consumer
packaged  goods  firm"  or "I  worked  in  shipping  for  a bicycle  parts  company."  Establishing
one's  role  within  an  organization  and  then  defining  certain  aspects  of  how  that  organization
operated  (e.g.  "it  had  an entrepreneurial  culture"  or  "it  was  a classic  boys'  club")  provided  a
relevant  starting  point  for  study  participants  to  then  discuss  their  own  attitudes  and
perceptions  of  leadership  based  upon  their  individual  experiences  and  ideas.
The Impact of  Socialized Culture on Perceptions of  Leadership, and on Behaviors of
Leaders  and  Followers
The  influence  of  an organization's  socialized  culture  as a key  factor  in  molding
leadership  behaviors  and  followers'  perceptions  of  their  leaders'  behaviors  was  universally
recognized  and  understood  by  study  participants.  As  respondents  described  their  assorted
experiences  and  explained  how  different  leaders  behaved  within  various  organizations,  it
became  clear  that  people  perceive  that  the  rules  and  general  operating  principles  established
by  an organization's  culture  significantly  guide  the  behaviors  of  individuals  within  that
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organization.  Further,  if  an individual  leader  or  follower  caru'iot  or  does  not  align  his  or  her
behaviors  to reflect  the  organization's  social  norms,  then  that  individual  will  likely  not  last
long  in  his  or  her  role.  As  one  male  respondent  in  the  18-24  age  group  explained:  "Anyone
who  doesn't  mesh  in  the  workplace  won't  last."  He  then  added  that  "you  have  to be able  to
get  along  with  the  people  you're  working  with,"  meaning  that  in  order  for  one  to  be
successful  in  his  or  her  job,  one  must  adhere  to the  organization's  established  rules  and  social
non'ns.
Respondents  described  both  formal  and  informal  processes  used  by  organizations  to
help  employees  "mesh."  Informally,  participants  of  all  ages  discussed  how,  in  new  work
environments,  they  observed  managers'  and  colleagues'  behaviors  in  order  to  model  their
own  styles  to match  those  that  would  be accepted  or  effective  within  the  given  socialized
organizational  culture.  Several  people  described  how  supervisors  or  managers  deliberately
helped  to indoctrinate  them  as new  employees  into  new  roles,  offering  statements  such  as
"[my  supervisor]  taught  me  the  culture  and  showed  me  the  pitfalls....he  showed  me  how  to
get  around."  Still  others  described  more  formal  orientation  practices  geared  toward  helping
new  employees  both  understand  and  abide  by  the  prevalent  expectations  and  standards  of
behavior  operating  within  their  companies.  One  such  example  came  from  Jennifer,  a female
participant  who  works  for  a global  consumer-packaged  good  firm.  Jennifer  shared  that  her
firm  offers  "core  business  training  classes"  to educate  employees  on  "how  you  get  things
done  here"  a'fter  they  are hired.  Further,  new  employees  at Jennifer's  firm  are expected  to
schedule  a one-on-one  meeting  with  a departmental  leader  in  order  to learn  more  about  the
company  and  its  culture;  this  same  meeting  is designed  to foster  a networking  relationship
between  the  new  hire  and  the  leader.
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As  study  participants  described  their  individual  work  experiences  in  various
organizations,  three  themes  emerged  about  the  broad-reaching  effects  of  an organization's
socialized  culture  on  the  behaviors  of  leaders  and  followers.  First,  the  culture  of  any
organization  sets  the  tone  and  tenor  of  relationships  within  that  organization;  it  influences  the
interactions  and  behaviors  of  both  leaders  and  followers  alike  by  rewarding  certain  behaviors
and  penalizing  other  behaviors;  it  determines  who  can  and  who  cannot  be successful;  it
establishes  a set of  formal  or  informal  operating  principles  that  guide  how  work  gets  done
within  the  organization.  Second,  a strong  organizational  culture  may  be polarizing  for
individuals:  it  can  attract  and  retain  people  who  "fit"  well  within  the  firm's  prescribed
behavioral  norms  and  it  can  repel  those  who  cannot  or  do not  adapt  to cultural  norms.
Respondents  who  shared  stories  of  being  "turned  off'  by  certain  organizational  norms,  but
who  chose  to stay  at a firm  regardless  of  their  perceived  incompatibilities,  reported  that  they
had  learned  to "disengage"  or  otherwise  distance  themselves  or  to  work  around  certain
negative  aspects  of  the  organization's  culture  in  order  to  remain  in  their  current  jobs.
Similarly,  respondents  shared  stories  of  former  leaders  who  were  either  unable  or  unwilling
to adapt  to an organization's  established  culture;  as a result  of  not  being  able  to "mesh,"
those  leaders  eventually  left  the  firm  to find  new  employment.  Third,  as it  relates  to
discussion  of  leadership  behaviors  and  styles,  an organization's  culture  acts  as a dominant
force  that,  at least  to some  extent,  subordinates  gender  as a relevant  topic  for  discussion;  for
instance,  rather  than  focusing  on  gender  as a predominant  factor  in  determining  one's
leadership  style,  respondents  generally  described  the  individual  personalities  and  the  goals  of
their  various  male  and  female  leaders  as more  significant  factors  in  influencing  male  and
female  leadership  behaviors.
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Four  case  study  examples  taken  from  respondent  interviews  help  to further  illustrate
how  an organization's  socialized  culture  may  affect  the  behaviors,  attitudes,  and  perceptions
of  both  leaders  and  followers.  The  names  of  all  respondents  have  been  changed  to protect
respondent  anonymity.
The  first  example  comes  from  Scott,  a male  in  the  45-54  year  age  group.  Scott
described  his  experience  working  as a manager  for  two  different  firms  that  do business  in  a
highly  competitive  high-tech  industry;  one  firm  is located  in  Texas  and  the  other  firm  is
based  in  California.  At  the  time  of  Scott's  employ,  each  firm  was  "male-dominated"  (e.g.  had
a significant  majority  of  male  employees)  and  had  an all-male  leadership  team.  Scott  first
described  the  Texas  firm;  he characterized  its  culture  as a "professional"  one,  where
"everyone  wore  coats  and  ties...They  also  wore  belt  buckles...but  it  had  a sense  of
formality...you  always  showed  respect  for  the  leaders  above  you."  In  this  "professional"
organizational  culture,  Scoff  both  respected  his  leaders,  and  he felt  valued  and  respected  for
his  ability  to contribute  to  the  goals  of  the  organization.  When  Scoff  had  an advancement
opportunity  elsewhere,  he left  the  Texas  firm  and  moved  to its  competitor  in  California;  he
was  shocked  to find  himself  in  a completely  different  working  environment.  Scoff
characterized  the  working  culture  of  the  California  firm  as one  of  "chaos,"  saying:
There  were  no rules...There  were  holes  in  walls  from  temper  tantrums...  People  wore
sandals,  flip  flops  and  t-shirts...It  WaS totally  okay  for  a subordinate  to attack  a
higher-up  in  meetings...The  company  expected  passion....  Laying  your  heart  on  the
table  was  a good  thing.
Scoff's  experience  working  in  these  two  distinctly  different  firms  taught  him,  among
other  things,  that  the  culture  of  an organization  has  a powerful  impact  on  the  day-to-day
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behavior  of  its leaders  and  its  followers  alike.  He  noted  that  "both  models  [of  leadership]
worked.  Both  are successful  companies...They  just  have  very  different  cultures."  Scott  was
able  to stay  at the California  firm  for  some  period  of  time  by  distancing  himself  from  the day
to day  volatility,  explaining  that  "I  was  in  field  sales...so  [for  the most  part]  was  able  to stay
out  of  the fray..."  He added  that,  in  some  ways,  he was  "scarred"  by  his  experience  in  the
California  firm  and  noted  that  working  in  a volatile  environment  and  being  exposed  to
frequent  yelling  "is  not  fun  unless  you  know  it [doesn't]  matter."  By  this  statement,  Scoff
meant  that  people  working  in  the California  office  had  to understand  that  the  raised  voices
and  verbal  assaults  were  simply  a part  of  the culture  and  were  not  meant  as personal  attacks.
With  regard  to his  perceptions  of  gender  as a potential  factor  in  influencing  the  behaviors  of
his  leaders,  in  part  since  both  firms  were  led  by  males,  Scott's  perception  is that  leadership  is
not  dependent  upon  one's  gender,  but,  instead,  upon  one's  nature  and  on  his  or her  goals.  In
Scott's  words:
Everyone  has a personality,  and  your  leadership  style  depends  on your  personality...I
coach  soccer  and  there's  an analogy  there...There  are selfish  kids  on the  team  who
always  want  the  ball  ...The  selfish  ones  will  be your  scorers.
Similarly,  Scott  believes  that  males  and  females,  as leaders,  choose  those  leadership
roles wherein  they  can  exhibit  behaviors  that  are aligned  with  their  individual  personalities,
personal  goals,  and  values.
A second  case study  example  comes  from  Brock,  a male  in  the 45-54  year  group.
Brock  recalled  a job  midway  through  his career  when  he worked  as a project  manager  for  a
publicly-held  firm  involved  in  the  retail  clothing  industry.  Brock  described  the gender  make-
up of  the  firm's  leadership  as being  "eighty  percent  male  and  twenty  percent  female."  When
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asked  to describe  the  prevalent  leadership  behaviors  of  males  and  females  within  the
company,  Brock  portrayed  the organization  as one that  was  "led  by  a bunch  of  bullies."  He
described  that,  with  a few  exceptions,  bullying  behavior  was  common  among  both  male  and
female  leaders.  To  illustrate,  he discussed  how  male  and female  leaders  would  verbally
"belittle"  and "brow  beat"  employees  on a regular  basis. He shared  examples  of  male  and
female  leaders  using  intimidation  and  position-power  to embarrass  employees;  Brock
explained  that  if  a supervisor  had  an issue  with  an employee,  "[he  or she] would  show  you  up
in a public  setting,  just  because  they  could."  When  asked  what  he thought  motivated  those
leadership  behaviors,  Brock  offered  that  "they  had  a misplaced  understanding  of  leadership."
He  went  on to share  his  own  theory  about  why  people  acquire  a bullying  leadership  style:
I always  suspected  that  bully  mentality  of  [leaders]  came  from  the  public  personas  of
successful  sports  coaches  like  Mike  Ditka,  Bobby  Knight,  Woody  Hayes  and  Bo
Schembechler...People  saw  them  and  thought  that  the  bullying  behavior  was  the
reason  for  their  success  instead  of  realizing  that  they  had  an understanding  of  the
game,  and  that  they  were  successful  in  spite  of  those  behavioral  traits.
From  his  experience,  Brock  concluded  that  "bullying  doesn't  work,"  and  added  that
the "downside  of  bullying  leadership  behavior  [includes]  down  time  for  mending  fences...for
rebuilding  emotional  stability...  and  effort  to undo  [emotional  and  mental]  damage  and
rebuild  momentum."  He described  how  a volatile  leadership  style  can  create  negative  effects
throughout  an organization,  such  as impeding  output,  reducing  work  quality,  and diluting
employee  morale  and  engagement.  When  asked  about  the  relevance  or importance  of  the
leader's  gender  as a factor  in influencing  his  or her  leadership  behaviors,  Brock  echoed
sentiments  shared  by  others:  he believes  that  a firm's  culture  and  the  personalities  of  its
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leaders  are more  important  determinants  of  leadership  style  than  one's  gender.  He  noted  that
the twenty  percent  of  female  leaders  in  his  former  firm  "still  had  the  bully-type  mentality."
He added,  however,  that  the female  leaders  used  their  bullying  style  "in  a softer  way,"
meaning  they  "would  not  erupt"  as vocally  or demonstrably  as the firm's  male  leaders  yet
still  managed  in  "an  equally  dysfunctional  way."  Brock  further  noted  that  there  were  a few
exceptions  to the  bullying  style  of  leadership  within  this  firm,  and  that  those  exceptions
included  both  male  and female  leaders.  For  instance,  Brock  described  one exceptional  male
leader  as being  a "laid  back  guy...even-keeled....never  raised  his  voice."  Somehow  this
leader  was  able  to operate  differently  within  the organization  and  yet  still  be considered
"successful"  there.  Consequently,  Brock's  experience  taught  him  that  an organization's
dominant  culture  largely  influences  the behaviors  of  its leaders  by  demonstrating  and
rewarding  certain  behaviors;  however,  an individual's  personality  and  his  or her  personal
values  are also  important  factors  and  not  wholly  subordinate  to the dominant  organizational
culture.  Ultimately,  Brock  and others  believe  that  male  and  female  leaders  gravitate  toward
leadership  approaches  that  feel  "right"  to them  as individuals.
A third  case study  example  comes  from  Jennifer,  a female  respondent  in the 35-44
year  range.  Jennifer  works  as a technical  project  manager  for  a public,  global,  consumer
packaged goods firm. She characterized  her  organization  as having  a "collaborative  culture"
that  is "gender  blind;"  she described  the  ratio  of  male  to female  leadership  as "about  fifty-
fi'fty."  As  Jennifer  talked  about  her  firm's  "relationship-based  culture,"  she explained  that
her company  uses various  practices  and  policies  designed  to encourage  collaboration  across
multiple  levels  and  departments.  Jennifer  explained  that,  "our  model  is to recruit  good
people  out  of  college  and  to keep  them."  Consistent  with  this  philosophy,  Jennifer's  firm
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offers  a series  of  training  classes  that  educate  employees  on  "how  you  get  things  done  here"
after  they  are  hired.  Further,  new  employees  are  expected  to schedule  a one-on-one  meeting
with  a departmental  leader  in  order  to learn  more  about  the  company  and  its  culture.  Jennifer
described  her  own  experience  with  one  senior  executive  female  leader,  stating  that  the  leader
was  "so  gracious...Wow,  you'd  think  she'd  be really  busy,  but..."  the  leader  made  the  time
to  meet  with  Jennifer  and  to discuss  Jeru'iifer's  personal  goals  as well  as her  own  experiences
and  ideas  about  their  company  and  industry.  In  response  to a question  about  the  importance
or  relevance  of  gender  as a factor  in  influencing  leadership  behaviors,  Jennifer  shrugged  and
answered  simply,  "I  don't  feel  like  it's  a big  deal."
A  fourth  example  comes  from  Sharon,  a female  respondent  in  the  45-54  year  range.
Sharon  recalled  her  experience  working  as a senior  manager  in  a public,  multi-national
banking  firm.  She  described  the  firm's  prevalent  culture  using  the  terms  "command  and
control  leadership"  and  "siloed,"  meaning  that  various  teams  and  departments  within  the
organization  worked  disparately  and  "just  did  their  own  thing."  Sharon  described  how  one
former  male  boss  was  "all  about  the  numbers,"  meaning  that  he focused  his  team's  attention
on  meeting  a few  financial  targets  each  month.  Sharon  said  that  as long  as she  was  "hitting
[her]  numbers,  everything  was  good"  and  she  had  little  interaction  with  her  supervisor
Later,  when  a new  supervisor  was  hired,  according  to Sharon,  "everything  changed."  The
new  supervisor  had  a "strong  element  of  team...She  took  us from  being  a disparate  group
and  got  us to work  together...and  become  creative."  The  new  supervisor  implemented  a
series  of  creative  workshops  designed  to teach  her  team  to work  more  collaboratively  with
others  in  her  department  and  even  across  department  lines.  Sharon  was  excited  that  they
were  "working  to evolve  the  culture"  and  explained  that,  through  collaboration,  "we  could  do
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so much  more."  While  Sharon  embraced  the  new  leadership  approach  within  her
department,  after  a short  period  of  time  her  new  supervisor  left  the  organization,  in  part  due
to lack  of  "fit."  Simply  put,  Sharon's  new  supervisor  had  a style  that  did not  naturally  mesh
with  the  dominant  organizational  culture;  consequently,  the  supervisor  decided  to leave  the
company.
As  illustrated  in  these  four  examples,  and  as expressed  in  some  regard  by  every
respondent,  people  generally  believe  that  an organization's  established  culture  impacts  the
behavior,  attitudes,  and  perceptions  of  its  male  and  female  leaders,  as well  as the  behaviors,
attitudes,  and  perceptions  of  its  male  and  female  followers.  Further,  respondents  perceive
that  each  leader's  or  follower's  ability  to "mesh"  well  within  an organization  is dependent
upon  how  well-correlated  that  person's  personality,  values,  and  beliefs  are to those  displayed
by  individuals  within  the  organization,  and  to  those  demonstrated  collectively  by  leaders  of
the  organization.  Those  who  do not  mesh  will  either  adapt,  distance  themselves  from  those
aspects  of  the  culture  that  they  perceive  to be negative,  or  they  will  eventually  leave  the
organization  (either  voluntarily  or  involuntarily).  In  this  way  an organization's  culture  is
self-sustaining  and  its  effects  may  be polarizing  to individuals;  the  culture  can  attract  and
retain  people  who  "fit"  well  within  the  firm's  prescribed  behavioral  norms  and  it  can  repel
those  who  cannot  or  do  not  adapt  to cultural  norms.  Finally  as it  relates  to a discussion  of
gender  and  leadership  behaviors,  based  upon  resp6ndents'  experiences,  they  generally
believe  that  the  established  culture  within  any  organization  acts  as a dominant  force  that,  at
least  to some  extent,  subordinates  gender  as a relevant  topic  for  discussion.  Instead  of
considering  gender  as a primary  determinant  of  one's  leadership  style,  respondents  generally
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believe  that  an individualas  personality  and  his  or  her  goals  are  more  relevant  in  influencing
his  or  her  leadership  behaviors.
Do  men  and  womeri  lead  in the  same  way?
The  Distinction  Behveen  Leadership  Competence  and  Leadership  Style
When  respondents  were  asked,  "Do  men  and  women  lead  in  the  same  ways?"  they
typically  differentiated  between  male  and  female  leadership  competence  and  the  personality
traits  or "style  "  of  male  and  female  leaders.  This  distinction  is important  because,  while
respondents  asserted  that  male  and  female  leaders  may  be equally  competent  as leaders,  they
said  that  they  do expect  individual  leadership  styles  to be different  based  on  a number  of
variables.  Factors  that  may  contribute  to differences  in  leadership  style  include:  the  unique
personality  of  the  leader  (e.g.  "she  was  exceptional  and  she expected  others  to be
exceptional,  too");  the  personal  goals  of  the  leader  (e.g.  "he  was  all  about  I-I-I...instead  of
focusing  on  his  team,  he just  wanted  to advance  himself");  certain  factors  relating  to
socialized  gender  roles  (e.g.  "I  don't  think  a female  could've  pulled  that  off');  and  the
organizational  culture  that  the  leader  is operating  within,  among  other  factors.  Since  a
number  of  leadership  characteristics  appear  to be unique  to the  individual,  versus  being
unique  to the  gender,  study  participants  generally  did  not  expect  male  and  female  leaders  to
lead  in  similar  ways,  nor  did  they  expect  all  males  to lead  in  similar  ways,  or  all  females  to
lead  in  similar  ways.
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Perceptions of  Leadership Competence
In  terms  of  leadership  competence,  respondents  generally  believe  that  both  male  and
female  leaders  are equally  capable  as leaders  since  they  generally  "share  the  same  skill  sets"
and  have  the  "ability  to assimilate  and  understand  large  amounts  of  information  and  parse  it
out  in  ways  that  make  sense  for  other  people."  As  a result  of  possessing  similar  technical
acuity  and  experience,  gender  as a factor  in  discussing  leadership  competence  was  largely
irrelevant  to study  participants.  Instead,  respondents  focused  discussion  on  various
leadership  attributes  which,  they  believe,  offer  greater  insight  into  one's  ability  to be an
effective  leader,  regardless  of  one's  gender.
Eight Characteristics  Used to Assess Competency of  Leaders
When  asked  "What  are characteristics  of  competent  leaders?"  respondents'  open-
ended  responses  centered  on  eight  characteristics  that  they  generally  use  to assess  their
leaders'  competence,  regardless  of  the  leader's  age,  gender,  or  the  industry  in  which  the
leader  operates  (e.g.  technology,  consiuner  goods,  banking,  etc.).  Importantly,  respondents
applied  these  characteristics  broadly  across  all  levels  of  "leadership"  including  their  direct
supervisors,  departmental  managers,  and  senior  organizational  leaders.  These  characteristics,
in  no  particular  order,  include:  being  knowledgeable  about  both  one's  industry  and  one's  role
as a leader  within  the  organization  (e.g.  "know  your  craft");  being  authentic;  possessing  the
capability  to craft  a vision  and  to articulate  it  in  a way  that  others  understand  (e.g.  "show  me
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what  good  looks  like");  setting  clear  expectations;  holding  people  accountable;  "supporting
your  people";  "developing  your  people";  and  communicating  effectively.  These  measures  of
a leader's  competence  were  iu'iiversal  throughout  study  interviews,  although  expressions  and
words  used  to describe  the  characteristics  differed  somewhat  among  respondents.  Further,
these  characteristics  were  discussed  as being  "gender-neutral;"  study  participants  offered  that
"if  you  display  competence  and  these  characteristics...  you'll  be successful  whether  you're  a
man  or  a woman."
The  eight  characteristics  used  to assess leadership  competence  are as follows:
1. "Know your craft".a For both male and female respondents alike, a leader's ability
to demonstrate  his  or her  technical  acuity  within  a given  industry  combined  with  an
understanding  of  his  or  her  role  as an organizational  leader  was  the  single  most  important
factor  in  convincing  followers  of  leadership  capability.  If,  for  instance,  a leader  was  assessed
as being  technically  competent,  but  then  failed  to demonstrate  other  characteristics  typically
associated  with  leadership  competence,  respondents  tended  to dismiss  that  leader  overall  as
illustrated  in  one example  from  Jennifer,  a female  respondent  in  the  35-44  year  age group:
Leaders need to prove their competence to me; [in my areal we need a competent
leader  versus  someone  who  is technically  competent...The  last  one didn't  know  what
he was  talking  about  but  he wouldn't  admit  it...I  think  he la'iew  he was  in  way  over
his  head...He  [did  not  accomplish  much]  but  just  walked  around  and  told  everyone
how  'busy'  he was...Just  admit  where  you  are...  I don't  expect  you  to do my  job,  but
to understand  it, and  understand  what  I need  to know  to be successful.
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2. "Be  authentic  ".'  Authenticity  as a component  of  leadership  competence  was  also
very  important  to respondents.  As  followers,  study  participants  reported  wanting  their
leaders  to "lead  by  example  and  hold  the  bar  high;"  to "set  high  expectations  and  be the  first
to live  up  to  them;"  and  to "have  integrity  -  walk  the  talk...be  honest."  Respondents
reported  watching  their  leaders  closely  to determine  whether  or  not  they  were  acting  a certain
way  "for  show"  or  whether  they  were  "real"  and,  therefore,  deserving  of  respect  as leaders.
If  a leader  were  assessed  as being  authentic  and  trustworthy,  then  that  leader  was  likely  to
gain  significant  credibility  and  support  among  his  or  her  followers.  On  tlie  other  hand,  if  a
leader  were  assessed  as being  a "poser,"  meaning  not  worthy  of  trust,  then  he or she  would
quickly  lose  the  respect  and  support  of  followers.
3. "Show  me what  good  looks  like".'  From  setting  a clear  vision  to establishing
expectations  and  aligning  resources,  respondents  said  that  they  want  leaders  to do more  than
"tell  me  what's  not  working."  This  holds  tnie  whether  the  leader  is a senior  executive
addressing  a large  group  of  followers  about  a broad  organizational  issue  or  whether  the
leader  is a mid-level  supervisor  providing  coaching  to an individual  on  a one-on-one  basis;
people  expect  leaders  to "paint  a clear  picture  of  success"  and  to "be  able  to articulate  it  to
others."  As  a result,  study  participants  said  they  rate  a leader  as being  less  competent  if  he or
she does  not  provide  them  with  both  a vision  and  with  lucid  direction.  As  one  respondent
explained,  "my  boss  told  me  all  the  things  I didn't  do well,  but  didn't  tell  me  how  to do them
right....If  I have  negative  things  to say  [to  people  who  report  to me],  I offer  some
suggestions...I  say  ayou  can  try  this'...or  Tm  concerned  and  here's  why'...be  helpful."
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While  this  example  reflects  a personal  coaching  experience,  respondents  shared  similar
stories  and  sentiments  about  leaders  who  stated  broad  organizational  objectives  (e.g.  "we
need  to have  a more  collaborative  culture"  or "we  need  to change  the  way  we're  doing  things
so we're  more  competitive")  and  then  failed  to provide  a clear  path  or direction  for  achieving
the  stated  goal.  Leaders  who  can  share  their  vision  in  a way  that  makes  sense  to others  and
who  articulate  what  "good  looks  like"  in  a way  that  others  can  grasp  and  understand  are
considered  highly  competent  by  their  followers.
4.  "Set  clear  expectations  and  help  me understand  my role":  Respondents  frequently
mentioned  having  good  intentions  about  their  work  and  a strong  desire  to contribute  in
meaningful  ways  to their  firnns'  goals  and  objectives.  Consequently,  respondents  shared  that
they  judge  a leader's  competence,  in part,  based  upon  his  or her  ability  to provide  clear
performance  metrics  and  his  or  her  ability  to align  resources  around  meeting  specific
performance  expectations.  Respondents  said  that  they  expect  their  leaders  to demonstrate  an
ability  to "align  the organization  so that  everyone  understands  what  the  company  is doing  or
going  after  and  how  the business  strategy  rolls  up to the corporate  strategy."  Further,
followers  want  to know  "how  their  performance  is being  evaluated"  within  their
organizations.  Respondents  reported  that  if  performance  goals  and standards  are not  made
clear,  people  may  feel  concern  or anxiety  about  their  own  job  security;  further,  they  may
wonder  whether  or not  their  work  is "meaningful"  and  whether  it  really  "matters"  to the
organization.  As  one respondent  summarized,  "people  are put  at ease by  knowing  what  you
need."  Consequently,  leaders  who  clarify  what's  needed  and  expected  from  followers  are
considered  to be more  competent  than  those  who  don't  clarify  performance  expectations.
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5. "Hold  people  accountable"  Respondents  expressed  considerable  frustration  over
situations  involving  the  poor  performance  of  an employee  or group  of  employees  that  were
not  addressed  in  a timely  manner  by  a leader  or supervisor.  Examples  of  "performance
issues"  included  such  things  as people  being  chronically  tardy  for  meetings;  a co-worker  who
consistently  missed  promised  delivery  dates;  insubordination;  and  other  behaviors  that  did
not  conform  to established  organizational  protocols.  Consequently,  in  their  roles  as
followers,  respondents  said  they  judge  a leader's  competence  based,  in  part,  on whether  or
not  the leader  demonstrates  that  he or she will  hold  others  accountable.  As  one  respondent
summarized.
Leaders  need  to set expectations...  make  sure  people  know  what's  expected  of
them...  then  have  processes  in  place  to reward  performance  and  deal  with  lack  of
performance...good  companies  have  [performance  improvement  plans]  in  place.
Respondents  reported  that,  when  a leader  did  deal  quickly  and effectively  with
performance  issues  of  followers,  then  that  leader  earned  the respect  of  his  or her  group  -
even  if  the  respondent  was  the subject  of  the  performance  issue. For  example,  one female
respondent  shared  a story  of  an early  job  experience  during  which  she was  reprimanded  by
her own  supervisor  for  being  chronically  tardy.  According  to this  respondent:  "I  had  a strong
female  branch  manager  -  she led  by  example...she  didn't  have  a lot  to talk  about,  but  she
focused  on  things  that  were  important."  By  the  respondent's  own  admission,  "I  was  late  a
lot,  by  about  five  minutes...My  boss  sat me down  and  said,  aHere's  the  deal...it's  rude...and
it represents  a lack  of  respect...'  She set the expectations  for  me and  lifted  out  a lot  of  the
emotion."  The  respondent  changed  her  own  behavior  immediately  and  said  she respected  the
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supervisor  tremendously  for  having  addressed  the tardiness  issue  proactively  and  in a direct,
but  respectful  manner.
Another  reason  that  respondents  draw  connections  between  a leader's  competence
and  his  or  her  demonstrated  willingness  to hold  others  accountable  is because  a leader's
willingness  to deal  with  conflict  (e.g.  a potential  disagreement  or  tense  discussion  with  an
employee)  sends  a signal  as to whether  or not  that  leader  is able  to make  tough  calls,
particularly  in  the face  of  adversity.  Respondents  do not  want  "wishy-washy"  leaders;  they
expect  their  leaders  to "make  decisions  -  be willing  to make  tough  calls...cut  and  close...  be
willing  to take  a stand."  Unless  a leader  is willing  to be decisive  and  to take  a stand  when  it
matters,  followers  will  question  or challenge  that  individual's  ability  to lead  effectively.
6.  "Support  your  people":  According  to respondents,  a competent  leader  is someone
who  supports  his  or her  team  and  who  works  "to  bring  out  the  best  in  people  and  coach
people  when  they  need  it."  Examples  of  "support"  varied,  but  respondents  generally
described  a competent  leader  as someone  who  ensures  that  followers  have  the  tools  and
resources  necessary  to do their  jobs  well;  who  "stands  up for  the  team;"  and  who  generally
shows  respect  for  followers  by  treating  them  "fairly."  Further,  respondents  perceive  that  a
leader's  support  for  his  or her  team  members  correlates  directly  with  how  much  or how  little
employees'  efforts  are acknowledged  by  the leader,  and,  consequently,  how  much  or how
little  those  efforts  are valued  within  the group  or  the organization.  If  employees  feel  that
they  are valued  and  that  their  efforts  are appreciated,  then  they  are inclined  to feel  more
positively  toward  both  the  leader  and  the organization  overall.  If  on  the other  hand,
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employees  feel  they  are  not  supported  or  valued,  then  they  may  feel  a sense  of  frustration  and
demoralization.  As  one  male  respondent  summarized.
Leaders  need  to value  people...  Show  people  that  they  are  valued  for  their
contributions  and  for  who  they  are...Make  sure  they  get  the  credit  and  do it  loudly.  If
they  screw  up,  take  them  aside  and  privately  tell  them  how  they  could  have  done  it
differently.
7. "Develop  your  people".a  As  followers,  respondents  judge  a leader's  competence,
in  part,  based  on  his  or  her  ability  to  train  and  develop  others.  This  characteristic  appears  to
require  a particularly  astute  leader  who  can  balance  followers'  needs  for  sufficient  clarity  and
direction  while  still  allowing  them  enough  room  to make  decisions  and  to determine  how
best  to accomplish  specific  goals  or  objectives.  Still,  leaders  who  behave  in  ways  that  "give
me  the  guidelines  and  empower  me,"  who  "give  me  some  direction  without  being
prescriptive,"  and  who  "give  me  permission  to think"  are  perceived  as being  more  competent
and  effective  than  leaders  who  "micromanage  me"  since  they  are  showing  trust  in  their
people  and  allowing  them  to learn  and  to grow.
Similarly,  those  leaders  whom  followers  perceive  as being  "open  and  accepting  of
trying  new  ways"  and  who  "have  a tolerance  for  looking  at things  differently"  are looked
upon  as having  greater  leadership  competence  than  those  who  don't.  For  instance,  if  a
leader  is perceived  as being  too  prescriptive  or  closed-minded,  then  followers  identify  that
leader  as "old  school,"  "stuck  in  [his  or  her]  ways,"  "intolerant,"  or  even  "arrogant."  As  one
respondent  summed  up  a former  boss:  "He  had  a single-minded  belief  that  there's  only  one
way  to do things  right  or wrong,"  and was, therefore,  considered  "incompetent."  According
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to study  participants,  competent  leaders  are not  only  open-minded  themselves,  but  they  also
"teach  [others]  to think."
8. "Communicate effectively".' Inherent in a leader's ability to lead successfully is
the ability  to communicate  effectively  with  others;  communication  touches  every  aspect  of
leadership  and,  therefore,  is considered  a critical  measure  of  leadership  competence.
Respondents  appear  to care  less about  how  one communicates,  for  instance  whether  a leader
is particularly  eloquent  or charismatic;  instead,  followers  care  more  about  the  substance  of  a
leader's  communication  and  whether  or not  the leader  is being  "open  and  honest."
Respondents  also  had  praise  for  those  leaders  who  exhibit  the ability  to "understand  that
people  have  different  communication  styles"  and  if  they  demonstrate  an ability  to
"communicate  with  different  people  differently."  Further,  study  participants  said  that  they
assess leaders  as having  greater  competence  if  they  demonstrate  the  ability  to "listen."
Generally,  all  study  participants  remarked  that  the "best  leaders  are those  who  practice
regular,  frequent  communication  and  interaction."
Do  you  expect  men  and  women  to lead  in the same  way?
Perceived  Distinctions  Between  Male  and  Female  Leadership  Styles
While  male  and  female  respondents  asserted  the  use of  similar  assessment  criteria  in
determinations  of  male  and  female  leadership  competence,  respondents  said  they  generally
believe  that  male  and  female  leaders  do demonstrate  certain  style  or behavior  differences  in
carrying  out  their  leadership  responsibilities.  For  instance,  throughout  the  research
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interviews  most  male  and  female  respondents  shared  perceptions  that  female  leaders  behave
somewhat  more  stereotypically  "nurturing"  than  male  leaders  do,  offering  statements  such  as
female  leaders  "tend  to be  more  trainers  by  nature."  Others  commented  that  female  leaders
tend  to be more  collaborative,  stating  that,  "women  lead  more  in  circles...men  lead  more  in
lines..."  Female  leaders  were  described  by  some  as being  more  "attuned  to an organization's
needs  for  communication"  than  their  male  counterparts  are. Still  others  claimed  that  females
are "more  level-headed"  and  "more  willing  to talk  through  issues"  than  male  leaders  are.
On  the  other  hand,  several  male  respondents  shared  that  they  experienced  more
"buddy-buddy"  or  "laid-back"  relationships  with  their  male  supervisors  than  they  shared  with
their  female  supervisors.  As  a result  of  being  "buddies"  with  their  supervisors,  several  male
respondents  assumed  they  could  get  "closer"  to a male  leader  and  therefore  could  learn  more
from  a male  leader  than  from  a female  leader.  Further,  they  said  that  having  a "friendly"
relationship  with  one's  supervisor  resulted  in  fostering  "a  deeper  level  of  trust  and  respect"
for  that  leader.  Respondents  also  perceived  that  their  more  "casuar'  interactions  with  male
supervisors  could  result  in  their  being  treated  more  fairly  and  respectfully  in  certain  work
situations  (e.g.  "he'll  pull  me  aside  in  private  if  I make  a mistake").  Adam,  a male
respondent  in  the  18-24  age  range,  distinguished  between  male  and  female  leadership  styles
this  way:  "My  [male  supervisors]  check  in  on  me...ask  me  about  my  social  life  as well  as my
work  life..."  while  female  supervisors  "don't  try  to interact  as much...they  don"t  ask  about
my  personal  life...they  are  more  all-business."  When  Adam  was  asked  how  his  interactions
with  male  and  female  supervisors  affect  his  perceptions  of  them  as leaders,  he replied:  "I
expect  them  to do their  jobs  -  great  if  they  can  find  time  to talk  about  my  social  life,  but  I
don't  expect  it."
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Adam's  distinction  between  the  behaviors  that  represent  leadership  competency  and
those  that  reflect  leadership  style  is important  because  it  reinforces  the  idea  that  people
differentiate  between  these  two  aspects  of  leadership.  Consequently,  throughout  discussions
about  perceived  style  differences  between  maIe  and  female  leaders,  respondents  repeatedly
stressed  that  males  and  females  are equally  competent  as leaders.  Consistent  with  this
statement,  throughout  research  interviews,  it  became  clear  that,  for  most  respondents,
perceived  differences  between  male  and  female  leadership  styles  are  considered  somewhat
less  relevant  to discussions  of  leadership  so long  as the  leader  still  demonstrates  his  or  her
leadership  competence  based  upon  the  eight  characteristics  described  earlier.  For  instance,
one  female  respondent  of  about  fifty  years  stated  that,  "I  don't  expect  all  of  one  gender  to
lead  the  same...Leadership  [reflects]  an individual's  style...Good  leaders  play  to  their
strengths  anyway."  A  male  respondent  in  his  mid-twenties  echoed  her  sentiment  offering
that,  "I  don't  expect  them  to be the  same...Not  everyone  comes  from  the  same  mold...
Similarly,  a male  respondent  of  about  fifty  stated:  "There  is a difference  [between  leadership
actions  of  men  and  women]  and  that's  okay...leaders  should  be respectful...be  who  you  are."
The Impact of  Generation on Perceptions of  Leadership Styles
One  noteworthy  difference  in  perceptions  of  male  and  female  leadership  behaviors
emerged  in  comparing  the  responses  of  males  and  females  over  the  age  of  about  fifty  years
with  those  under  the  age  of  about  fifty  years.  Specifically,  in  interviews  with  people  in  the
forty-five  years  and  older  age  groups  there  appeared  to be greater  awareness  of,  and
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sensitivity  towards,  women's  issues  in  the  workplace  than  in  the age groups  less than  forty-
five  years  old.
For  example,  Marie,  a female  participant  in  the 55-64  year  age range,  shared  her
experiences  working  as a manager  in a publically-held,  global  firm;  Marie's  tenure  in  the
firm  was  twenty-seven  years.  Marie  described  the  organization  as being  a male-dominated
enviroent  that  favored  an "autocratic"  leadership  style.  As  Marie  worked  to advance  in
the  company,  she found  herself  at odds  with  the  dominant  leadership  style;  she noted  that
there  were  "a  few  males  within  the organization  that  were  exceptions"  to the  mainstream
autocratic  leadership  approach  and  who  led  in  a relatively  collaborative  manner  instead.  As
Marie  reflected  on her  own  experience,  she stated  that,  "I  couldn't  lead  [in  an autocratic]  way
-  I had  to find  another  way...  Marie  subsequently  modified  her  leadership  behavior  away
from  the organization's  widely-held  autocratic  one in order  to lead  in  a manner  that  better  fit
her  own  personality;  she called  her  "natural"  leadership  style  a "collaborative"  one.  The
change  in  Marie's  leadership  approach  felt  better  to her  but  she believes  that  it stymied  her
career  advancement.  Consequently,  Marie  perceives  that  in respecting  her  own  individuality
and leading  in  a generally  collaborative  manner,  she forfeited  the opportunity  for  further
advancement  in  her  firm:
I felt  like  [leading  more  collaboratively]  came  naturally...It  was  the  only  thing  I
knew  how  to do...It  takes  time  more,  but  it's  sticky...it  earns  respect  and  trust  from
the  people  that  work  for  you...but  at some  point  it  didn't  work  for  me  to keep  moving
up.
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Marie  further  explained  that:
Gender  bias  was  very  evident  to all  the  women  there...It  was  a pain'ful  factor...it  was
very...  apparent  that  there  was  a glass  ceiling  -  to get  beyond  a director  level  unless
you  were  in  a service  role  was  almost  impossible...At  a certain  point  I had  to choose
to either  take  myself  out  of  the situation  or find  another  way  to learn  from  it.
As  a result  of  Marie's  direct  experience,  she believes  that  males  have  inherent
advantages  over  females  in  attaining  leadership  roles.  She recognizes  that,  for  her,  gender
bias  in  the  work  place  is both  a top-of-mind  issue  and  an emotional  one;  further,  she believes
that  gender  bias  in  the  work  place  should  be discussed  so that  it  can be changed.
A  second  female  respondent  of  about  fifl:y  years,  Kathy,  shared  many  of  Marie's
perceptions  about  gender  bias;  in  particular,  she "absolutely"  believes  that  women  face  more
challenges  than  men  do in  attaining  leadership  roles.  As  an attorney,  Kathy  recalled  that  "the
glass  ceiling  was  a big  thing"  when  she first  started  working  at a law  firm;  like  Marie,  Kathy
believes  that  her  own  advancement  was  stymied  due  to gender  discrimination.  Unlike  Marie,
however,  Kathy  believes  that  "times  have  changed"  and  that  society  has started  to "move
beyond"  issues  pertaining  to female  competency  in  the  work  place.  Kathy  believes  that  her
own  college-aged  daughters  will  enjoy  "more  equal  access  to leadership  positions"  in  their
careers  than  she experienced  during  most  of  her  working  years.
In  contrast  to both  Marie  and  Kathy,  another  female  respondent,  Stephanie,  shared
different  perceptions  about  the  presence  and  relevance  of  gender  bias  in  the  work  place.
Stephanie  is a female  participant  in  the  35-44  year  age group  who  has attained  executive
status  (e.g.  vice  president)  within  her  organization.  In  discussing  her  perceptions  about
leadership  styles,  Stephanie  volunteered  that  throughout  her  career  she has been  "more  drawn
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to male  leaders"  than  to female  leaders.  When  asked  her  reasons  for  preferring  a male  leader,
Stephanie  explained  that  "the  generation  [of  females]  above  me still  has something  to prove."
Stephanie  believes  that  females  who  focus  on gender  bias  as an issue  in  the  work  place  are
"not  focused  on the right  issues."  For  instance,  instead  of  focusing  on  productivity  and
output  - measures  commonly  used  to assess one's  competence  - they  concentrate  on "proving
themselves."  According  to Stephanie,  women  "in  their  fifties  and  in  leadership  positions  are
still  trying  to prove  something.  They  spend  a lot  of  time  managing  a culture  that  has nothing
to do with  work  output...They're  so worried  that  they're  going  to be knocked  out  of  the
game...they're  threatened."  Consequently,  Stephanie  perceives  that  women  who  focus  on
gender  discrimination  in  the  work  place,  and  who  maintain  that  gender  discrimination  keeps
other  women  from  attaining  senior  leadership  roles,  actually  hold  other  women  back  because
they  draw  attention  to a topic  that  is considered  by  others  to be out-of-date  and  extraneous.
Stephanie  stated  that  her  generation  is "over  it...we  don't  care."  By  this  statement,  Stephanie
means  that  for  her  and  for  others  in  her  age group  gender  bias  in  the  workplace  is no longer
perceived  as a relevant  issue. Another  executive-level  female  respondent  at the  younger  end
of  the 45-54  year  age range  agreed  with  Stephanie  stating,  "I  couldn't  agree  more  -  get  over
it. [Asserting  that  males]  have  a leg  up on [females]  -  no they  don't  -  not  anymore,  I don't
see a difference."
Male  respondents  in  the forty-five  years  and older  age groups  also appeared
somewhat  more  aware  of,  and  more  sensitive  to, women"s  issues  in the  work  place  than  did
males  in  younger  age groups.  For  example,  Mark,  a male  respondent  in  his  mid-forties
shared  that  he had  "worked  for  some  phenomenal  female  leaders...They  were  passionate
about  their  jobs...made  a difference...modeled  the behavior  for  others...set  clear
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expectations  and communicated  very  well."  At  the same  time,  Mark  acla'iowledged  that  he
had,  at times  in  the  past,  judged  female  leaders  differently  than  he had  judged  male  leaders.
For  instance,  in  recounting  one experience  with  a female  colleague,  Mark  offered  that,  "her
management  style  was  almost  too  hands-on  in a male-dominated  field...she  was  very
aggressive...questioning  budgets...  decisions."  He described  her  style  as "more  denigrating"
but  still  felt  that  her  behavior  was  a reflection  of  "her  personality  and  not  her  gender."  When
asked  for  his  perspectives  about  gender  bias  in  the work  place,  Mark  acknowledged  that  "as  a
male,  it didn't  even  cross  my  mind."
In another  example,  David,  a male  respondent  in  the 18-24  age range,  discussed  is
experience  working  for  both  male  and  female  leaders.  When  asked  "Do  men  and  women
lead  in  the same  ways?"  David  shrugged  and stated,  "Pretty  much."  David  then  admitted  that
he is "aware  of  stereotypes"  about  women  being  "more  emotional"  in  the work  place  but
based  on his  own  experience  he believes  that  the "stereotype  is overplayed,"  meaning  that  he
has not  yet  experienced  female  leaders  in  a manner  consistent  with  the  stereotype.  When
asked,  "How  did  you  learn  of  the stereotype?"  David  mentions  several  television  shows  (e.g.
Mad  Men)  that  depict  working  women  as relatively  emotional  when  compared  with  males,
and also  portray  females  in  roles  that  subordinate  them  to males  in the  workplace.
Consequently,  while  David  is aware  of  these  "old-fashioned"  female  stereotypes  and  finds
them to be "funny,"  his  own  experience  doesn't  support  the stereotypic  view.  David  also
acknowledged  that  many  of  his  own  perspectives  and  values  about  female  roles  have  been
developed  through  his  relationship  with  this  mother.  Throughout  David's  interview,  he
referenced  his  mother  several  times  and  shared  lessons  he's  learned  from  her,  such  as how  to
interact  with  people  and  how  to present  himself  well  within  work  environments.
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David's  references  to his  mother's  influence  in shaping  his  perceptions  of  female
roles  are provocative  because  they  may  provide  insight  into  possible  reasons  for  a difference
in  sensitivity  toward  gender  bias  between  people  of  different  age groups.  In  probing  on
respondents'  perceptions  about  differences  in  their  personal  experiences  versus  the gender
stereotypes  they  are aware  of,  David  and  others  suggest  that  "it's  generational,"  meaning  that
one's  perceptions  about  gender  roles  and  about  how  men  and  women  in  leadership  roles
typically  behave  are based,  in  part,  on "when  and  how  you  were  raised."  For  instance,
several  respondents  over  the age of  forty-five  said  they  had  mothers  who  stayed  at home  to
"raise  their  children"  and  to "keep  house;"  some  had  mothers  who  worked  part-time  but  only
after  all  the children  in  the household  were  school-aged.  On  the  other  hand,  yoiu'iger
respondents  said  they  have  been  exposed  to women  in  leadership  positions  for  much  of  their
lives.  They  have  observed  single-parent  households  led  by  working  mothers;  many
respondents  shared  that  their  own  mothers  (and  wives)  contributed  to dual-income
households,  with  some  women  earning  as much  or more  than  their  male  spouses;  younger
respondents  have  also  observed  female  leaders  in  high  level  public  positions  (e.g.  Hilary
Clinton)  since  their  early  teenage  years;  and  they  have  seen competent  females  depicted  in
certain movie genres and video games (e.g. Angelina Jolie in the Lara Crofl series), among
other  influences.  Consequently,  the "stereotype"  of  the female  gender  role  and  the  female
leadership  style  may  be different  for  younger  people  than  it  is for  other  (older)  generations  of
males  and  females.  If  true,  this  may  impact  individuals'  perceptions  of  the  appropriateness
of  females  in  leadership  roles  and  the appropriateness  of  leadership  behaviors  demonstrated
by  both  male  and  female  leaders.
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Given  these  perceptible  differences  in  attitudes  and  perspectives  of  males  and  females
who  are over  and  under  the  age of  about  fifty  years  old,  future  studies  could  be designed  to
explore  and contrast  prevalent  attitudes  and  perceptions  of  gender-based  leadership  from  the
perspectives  of  males  and  females  raised  in different  generations  (e.g.  Baby  Boomers  who
were  born  before  1964  compared  with  younger  generations),  and of  males  and  females  who
are just  entering  the  work  force,  versus  perspectives  of  males  and  females  in  more  mature
stages  of  career  development.
The Impact of  Life Learning  on Follower  Perceptions and on
Individual  Leadership  Styles
In  response  to questions  such  as "Do  men  and  women  lead  in  the  same  ways?"  and
"Do  you  expect  men  and  women  to lead  in  the same  ways?"  respondents  shared  their
personal  experiences  and  stories,  including  exposure  to various  types  of  leaders  and
leadership  styles  encountered  throughout  their  careers.  Study  participants  commonly
expressed  some  awareness  of  how  leadership  philosophies  had  changed  over  time;  for
instance,  they  identified  "command  and  control"  and "autocratic"  styles  as being  "old
school,"  while  styles  that  encouraged  diversity  in  thinking,  constructive  debate,  and
collaboration  were  described  as "new  school"  and "current."  Further,  respondents  expressed
some  cognizance  of  how  their  own  leadership  styles  had  been  shaped  and molded  by  personal
experiences  throughout  their  careers  and  lives.  They  revealed  sentiments  such  as "my  own
management  style  is a collection  of  the good  and  bad  I've  learned  over  the  years,"  reflecting
a perception  that  the  very  nature  of  leadership  is dynamic  and  not  static.
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In  one  example,  Stephanie  disclosed  that  when  she was  in  her  first  leadership  role,
she was  "a  weak  leader."  She offered  that,  "I  didn't  understand  my  job  or my  role."  Over
time,  however,  Stephanie  "figured  out"  what  her  team  needed  from  her  in  order  to perform
more  effectively,  and  she learned  the importance  of  aligning  and  focusing  her  followers  in
order  to be successful.  Given  her  experience,  Stephanie  believes  that,  "Ultimately,  people
want  to know  what's  expected  of  them."  Additionally  she surmised  that  leaders  will  adapt
their  own  styles  and  behaviors  to meet  the  needs  of  a given  situation  and  to meet  the
individual  needs  and  expectations  of  followers.  She added  that,  "People  need  a strong  leader
at the  beginning  [of  their  careers],  then  they  can  go fly  their  own  flag...Just  provide  the  tools
so they  can  be successful."
Building  on  the idea  that  leaders  will  adapt  their  approaches  over  time  and  in
response  to the  needs  of  a given  situation,  respondents  also  revealed  that,  as followers,  they
wanted  and expected  different  levels  of  leadership  involvement  throughout  their  own  career
development.  For  instance,  Scoff  discussed  that,  when  he first  started  out  in sales,  he was
more  atask-oriented"  and sought  specific  direction  from  his  leaders.  Since  he was  at an early
point  in  his  career,  Scott  wanted  and expected  a relatively  high  level  of  leadership  guidance:
"I  used  to  just  do my  job  and  do what  (my  boss)  said."  Over  time,  however,  and  as Scott's
experience  level  grew,  he both  wanted  and  expected  less leadership  direction.  He  began  to
place  greater  value  on  having  a leader  who  would  provide  him  with  freedom  "to  think"  and
who  would  allow  him  to make  his own  decisions.  Scoff  also  deliberately  changed  his  own
behavior  when  he realized  that  his  actions  were  being  "observed  and  modeled  by  others;"  as
a result  he became  more  deliberate  about  his  conduct  in  order  to set a good  example  for
others  in the organization.  Now  Scott  believes  that  an important  part  of  his  role  as a leader  is
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to "...work  one-on-one  with  people  that  report  to me  so I can  understand  what  they  want  to
accomplish  in  their  careers  and  [so  I can  figure  out]  how  I can  help  them."
Scott's  comments  about  his  personal  growth  and  development  are  consistent  with
reflections  from  other  respondents  who  recognize  that  their  leadership  styles  and
philosophies  have  changed  over  time.  For  instance,  in  discussing  her  overall  perceptions  of
leadership,  Sharon  summed  up her  experience  as a leader  and  as a follower  this  way:
As  I've  matured  in  my  career,  I've  become  a much  better  leader  because  I've  learned
you  can  only  ever  be yourself...If  I don't  bring  my  whole  self  to work,  it's  for  other
reasons,  it's  not  about  my  gender....In  the  early  years,  I tried  to control  and  manage
every  aspect  of  what  [people  who  reported  to me]  did...Your  teatn  performs  better  if
you  step  back  and  let  go...It  makes  a huge  difference  in  the  outcome,  the  group's
happiness,  and  the  productivity  of  the  team...I  had  to learn  my  way  through  it...There
are lots  and  lots  of  competent  people  out  there.  Let  them  do their  jobs....Now,  I'm
here  to  be a coach...a  team  member...to  provide  resources...to  clearly  define  roles
and  what's  expected.  I assume  everyone  comes  to  work  to win...So  use  me  for  what
you  need;  my  door  is open.
Respondents'  sentiments  about  the  nature  of  leadership  as being  dynamic,  situational,
and  highly  personal  underscore  their  perceptions  of  leadership  as a human  endeavor,  versus
one  that  is either  more  masculine  or  feminine.  They  perceive  that  leaders  and  followers  alike
are constantly  assessing,  adapting,  and  evolving  their  beliefs  and  behaviors  in  reaction  to the
situations  and  the  pressures  around  them.
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Changes Taking Place in the Values and Behaviors of  Organizations
Throughout  respondent  interviews,  a number  of  people  mentioned  that,  in  response  to
various  internal  and  external  pressures  that  their  firms  are facing  in the marketplace,  their
companies  are actively  working  to shi:[1: their  dominant  social  cultures,  including  making
"significant  changes  in [their]  core  values  and  behaviors."  In  particular,  a number  of
respondents  shared  that  their  companies  have  initiated  programs  to promote  greater  diversity
(e.g.  gender,  cultural,  etc.)  and  inclusion  in  their  workplace  settings.  One  male  respondent,
Mark,  shared  that  he was  selected  to participate  on a panel  to lead  the diversity  initiatives
within  his  firm.  Mark  said  he is excited  about  the early  changes  he is seeing  in  his
company's  culture  and  explained  that:
If  we  want  to become  a global  company,  instead  of  just  doing  business  globally  we
need  to become  more  diverse...We  need  to develop  new  skills  around
communication,  listening...  and  valuing  other  operations  and  perspectives.
Similarly,  Marie  shared  that  her  firm  has experienced  "tremendous  cultural  changes
over  the past  nine  years."  She explained  that,  "It  used  to be that  if  you  worked  there,  you  had
a job for life." Now,  however,  Marie  believes  that  tenure  is relatively  less important  in her
firm and  that  the company  is placing  greater  emphasis  on education  and  on effectiveness.
Marie  reflected  that,  'Ts  a different  culture  now...it's  more  ethically  diverse,  and education-
focused...
Other respondents  shared  similar  stories  about  their  firms'  active  diversity  and
inclusiveness initiatives,  stating  that  such  programs  are designed  to help  the  organizations
compete  more  effectively  in  today's  fast-paced,  dynamic,  highly  competitive  global
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marketplace.  Given  the  influence  that  a firm's  socialized  culture  has on the prevalent
behaviors  and  perceptions  of  it  leaders  and  followers,  such  programs  -  which  reportedly  are
placing  greater  value  on workplace  diversity  as well  as on inclusion  and  collaboration  - are
likely  to both  refine  and  continue  to reinforce  the  perceptions  of  leadership  competency
shared  in  this  study.
Conclusions
The  view  that  people  generally  want  or expect  male  and  female  leaders  to lead  in
similar  ways,  which  appears  as an underlying  assumption  in  much  of  the literature  on
leadership,  should  be refined  to delineate  differences  between  leadership  competence  and
leadership  style.  The  findings  in  this  study  suggest  that  male  and female  followers  want  and
expect  male  and  female  leaders  to demonstrate  similar  levels  of  competence  based  on  their
having  similar  skill  sets, experience  levels,  education  levels,  and  technical  training  and
aptitude;  however,  people  generally  expect  that  male  and  female  leaders  will  exhibit  different
leadership  styles  based  upon  a number  of  personal  factors.  Fiuther,  people  are generally
open  and accepting  of  these  perceived  differences  in  leadership  style  so long  as the  leader
sufficiently  demonstrates  his  or her  competence  in certain  areas. That  said,  as followers,
people  appear  to place  greater  or lesser  value  on certain  leadership  behaviors  over  the  courses
of  their  careers  and  based,  in  part,  on  the status  of  their  own  professional  development  and  on
their  access  to increasingly  senior  levels  of  organizational  leadership.  While  this  finding  may
not  be relevant  to discussions  of  gender-stereotypic  leadership  behaviors,  it may  help  to
account  for  inconsistencies  in  results  of  prior  research  studies  which  have  included  evaluative
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assessments  of  leaders  by  their  followers.  Further,  it may  have  implications  for  the design  of
'future  research  studies  involving  evaluative  assessments  of  leaders  by  followers.
With  regard  to leadership  competence,  respondents  identified  eight  characteristics  that
they  commonly  use to assess the leadership  capability  of  their  organizational  leaders
regardless  of  the leader's  level  within  the organization  (e.g.  whether  the "leader"  is a direct
supervisor,  a departmental  manager,  or a senior  executive).  These  characteristics  include:
being  la'iowledgeable  about  both  one's  industry  and one's  role  as an organizational  leader;
being  authentic;  possessing  the capability  to craft  a vision  and  to articulate  it  in  a way  that
others  understand;  setting  clear  expectations;  holding  others  accountable;  supporting
followers;  developing  followers;  and,  communicating  effectively.  Results  from  this  study
suggest  that  these  eight  characteristics  are gender-neutral,  meaning  that  followers  apply  them
to assessments  of  male  and  female  leaders  alike.  Further,  respondents  believe  these  eight
characteristics  are relevant  to assessments  of  all  leaders  regardless  of  the leader's  age or the
industry  in which  the  leader  operates  (e.g.  technology,  consumer  goods,  banking,  etc.).
With  regard  to leadership  style,  with  style  being  defined  as a "relatively  consistent
pattern  of  social  interaction  that  typifies  leaders  as individuals"  (Eagly,  2007,  p. 2),
respondents  in  this  study  neither  wanted  nor  expected  male  and  female  leaders  to lead  in
similar  ways,  nor  did  they  want  or expect  all  males  to lead  in similar  ways,  or all  females  to
lead in similar  ways.  Instead,  respondents  perceived  that  a variety  of  factors  influence  the
individual  styles  and  behaviors  of  organizational  leaders.  Among  the most  prevalent  factors
that influence  a leader's  behavior  are the established  culture  of  an organization,  which  is
believed  to have  an influence  on  the behaviors  of  both  its leaders  and  followers;  the
individual  beliefs,  values,  and  personality  of  the male  or female  leader,  which  may  or may
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not  be aligned  with  an organization's  prevalent  culture;  the  male  or female  leader's  previous
experiences  as both  a follower  and a leader,  which  are perceived  as being  highly  personal  and
having  shaped  his  or her  style  over  time;  and,  the specific  situation  in  which  the leader  is
interacting  with  followers,  since  leaders  adapt  their  styles  to fit  the  perceived  needs  of  a
given  moment  or situation.
With  reference  to gender  as a determinant  of  leadership  style,  results  from  this  study
suggest  that,  while  gender  stereotypes  continue  to play  some  role  in  affecting  both  male  and
female  leadership  behaviors  and  the assessments  of  leadership  behaviors  by  followers,
gender  may  not  be a particularly  critical  factor;  to some  males  and  females  it  is considered  to
be largely  irrelevant.  Further,  respondents  in this  study  disagreed  to some  extent  about
whether  the  presence  of  gender-stereotypic  styles  may  result  in  males  having  some  relative
advantage  and  females  having  some  relative  disadvantage  in  attaining  or retaining  leadership
positions,  as has been  discussed  in  prior  literature.  This  disagreement  was  perceptible
between  different  age groups,  with  results  generally  consistent  among  those  within  similar
age brackets.  Specifically,  in  this  study,  males  and females  under  the age of  about  fifty  years
discussed  male  and  female  styles  as being  "different...not  better  or  worse,  just  different."  On
the other  hand,  male  and  female  respondents  over  the age of  about  fifl:y  discussed  stereotypic
"differences"  in  male  and  female  leadership  styles  in  ways  that,  they  perceive,  provide  males
with  some  relative  advantage  and  females  with  some  relative  disadvantage  in  attaining  and
retaining  leadership  roles.  Although  these  findings  require  further  scrutiny  before  they
should  be taken  as definitive,  the  presence  of  these  different  attitudes  and  perceptions
between  males  and  females  of  different  generations  may  signal  that  some  shift  has taken
place  in socialized  gender  role  perceptions  over  time.  If  true,  then  this  research  on leadership
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style  may  have  favorable  implications  for  females'  increasing  representatton  in  the  ranks  of
leaders.
Finally,  as it  pertains  to followers'  assessments  of  their  leaders'  behaviors,  results  of
this  study  suggest  that  followers  appear  to  place  greater  or  lesser  value  on  certain  leadership
styles  or  behaviors  over  the  courses  of  their  careers  and  based,  in  part,  on  the  status  of  their
own  professional  development  and  on  their  access  to increasingly  senior  levels  of
organizational  leadership.  For  instance,  early  in  their  careers  followers  may  rate  a "hands-
on"  supervisor  (e.g.  someone  who  is perceived  as providing  solid  direction  and  offering
frequent  feedback  and  coaching)  more  favorably  than  they  may  rate  a "hands-off'  leader
(e.g.  someone  is perceived  as providing  scant  direction  and  withholding  feedback  or
coaching).  Over  time,  however,  as followers  expand  their  knowledge  bases  and  their  skill
sets  and  as they  become  more  confident  in  their  own  abilities,  they  may  desire  or  expect  to
experience  relatively  less  prescriptive  management  direction  and  relatively  more  professional
autonomy.  Consequently,  as people  develop  and  mature  professionally  they  may  rate  a
"hands-off'  leader  (e.g.  one  who  is perceived  as allowing  the  follower  greater  professional
autonomy  and  displaying  of  a relatively  high  level  of  confidence  in  the  follower's  abilities)
more  favorably  than  they  may  rate  a "hands-on"  leader  (e.g.  one  who  is perceived  as limiting
the  follower's  autonomy  and  who  otherwise  appears  to  be "micro-managing"  the  follower).
Further,  it  is important  to note  that  as people  develop  in  their  own  careers  they  typically  gain
access  and  exposure  to leaders  of  increasingly  senior  levels  within  the  organization;  as such,
followers'  evaluative  assessments  of  leadership  competency  or style  are also  based,  in  part,
on  the  organizational  level  or  role  of  the  leader  being  evaluated,  for  instance  whether  the
leader  is a relatively  low-level  supervisor,  a mid-level  manager,  or  a senior  executive.  While
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these  insights  may  not  be relevant  to discussions  of  gender-stereotypic  leadership  behaviors,
they  may  help  to account  for  inconsistencies  in  results  of  prior  research  studies  which  have
included  evaluative  assessments  of  leaders  by  their  followers.  Further,  they  may  have
implications  for  the design  of  future  research  studies  involving  evaluative  assessments  of
leaders  by  followers.
Limitations
Despite  the  significant  body  of  research  that  exists  today  on  topics  pertaining  to male
and  female  leadership  behaviors,  there  is no research-based  consensus  about  whether  males
and  females  lead  in  similar  ways  or whether  they  lead  in different  ways.  In  reviewing  the
literature  on gender-based  leadership  styles  in  combination  with  literature  addressing  the
psychology  of  gender  roles  and  the dynamics  of  social  change,  certain  social  factors  rose  to
the surface  which  could  be contributing  to inconsistencies  in  the  research  results  of  scientific
studies  on gender-based  leadership.  Two  such  factors  include  a study's  research  setting  (e.g.
whether  the  study  was  conducted  in  an organizational  setting  or in  a lab  setting)  and  the
socialized  cultures  of  the  various  firms  in which  research  study  participants  had  worked.  In
an effort  to better  understand  respondent  beliefs,  attitudes,  and  perceptions  about  male  and
female  leadership  styles,  I sought  to limit  differences  in  perspectives  that  could  be attributed
to research  setting  or  to the  type  of  organization  that  respondents  had  worked  for;  therefore,
those  recruited  for  inclusion  in  this  study  were  men  and  women  who  had  worked  within
traditionally  white-collar  (e.g.  business)  organizational  settings.  Further,  while  respondents
were  not  specifically  recruited  based  on  their  level  of  educational  attainment,  given  their
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professional  experiences  and  the  roles  that  they  occupied,  a significant  majority  of
respondents  were  college  graduates  and  thirty-five  percent  of  study  respondents  held
advanced  college  degrees  (e.g.  master  of  business  administration  or similar  degree).  To  the
extent  that  the attitudes  and  perspectives  represented  by  those  in  this  study  may  be connected
to their  having  a relatively  higher  education  level  than  the general  population,  their  responses
may  not  be representative  of  a broader  or  more  diverse  sample.  Similarly,  this  study  was  not
designed  to seek  out  a culturally  or  politically  diverse  group  of  respondents.  There  were  no
questions  on  the screener  (see Appendix  B),  for  instance,  that  specifically  asked  a
participant's  race,  country  of  origin,  religion,  sexual  preference,  or political  affiliation.  From
discussions  with  respondents,  however,  it  is clear  that  one's  attitudes  and  beliefs  are, to some
extent,  shaped  by  factors  such  as how  one was  raised  and  one's  exposure  to various  social
issues  during  his  or  her  lifetime,  among  other  variables.  To  the extent  that  the  views
reflected  in  this  study  may  be from  respondents  who  may  be relatively  culturally  and
politically  homogenous,  their  responses  may  not  be representative  of  a broader  or more
diverse  sample  or population.
The  purpose  of  this  shidy  was  to identify  and  explore  prevalent  attitudes  towards,  and
perceptions  of,  male  and  female  leadership  behaviors  by  male  and  female  followers  within
organizational  settings.  It  addressed  questions  about  whether  male  and female  followers
want  or expect  their  male  and  female  leaders  to lead  in  similar  ways;  further,  it  identified
certain  leadership  behaviors  that  followers  commonly  use to assess their  leaders'
competence,  regardless  of  the leader's  gender.  Due  to the qualitative  nature  of  this  study  and
due  to its small  sample  size,  the insights  and  analysis  as presented  are not  intended  to be
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statistically  valid,  but  are intended  to extend  current  thinking  and  to inform  future  studies  on
topics  related  to gender-based  leadership  and  to assessments  of  leadership  competency.
Future  Studies
Given  perceptible  differences  between  respondent  attitudes  and  perspectives  about
relative  female  leadership  disadvantages  in the  work  place  voiced  by  females  and  males  over
and  under  the age of  about  fifty  years,  future  studies  could  be designed  to better  understand
the  prevalent  attitudes  and  perceptions  of  gender-based  leadership  from  the  perspectives  of
people  raised  in  different  generations  (e.g.  comparing  attitudes  of  Baby  Boomers  who  were
born  before  1964  to those  of  younger  generations).  Further,  given  respondent  perceptions  of
male  and  female  behaviors  based  on  respondents'  direct  experience  as opposed  to
perceptions  of  male  and  female  behaviors  based  on  respondents'  awareness  of  entrenched
stereotypes,  future  studies  could  be designed  to compare  and contrast  the  perspectives  of
gender  leadership  styles  between  those  who  are just  entering  the work  force  and  those  who
are in  more  mature  stages  of  career  development.  Finally,  given  discussions  about  socialized
female gender roles potentially  shifting  due to factors such as having a historically  high
number  of  single-parent  households  with  a female  head-of-household;  having  more  females
in  the work  place  who  are part  of  dual-income  households,  with  some  females  earning  as
much  or more  than  their  male  spouses;  and,  having  greater  visibility  of  females  in  positions
of  influence  and  power,  etc.,  future  studies  could  be designed  to further  explore,  track,  and
measure  perceived  changes  in socialized  gender  roles  and  the causal  factors  contributing  to
such  shifts  in  perceptions.
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X  (8)  Provisions  have  been  made  to obtain  informed  consent  from  all individuals  related  to the study.  (e.g.,  parents,  subjects,
cooperating  institutions,  etc.)
X  (9)  All  questions  on the form  have  been completed.
X  (10)  All  supporting  documents  have  been  attached,  including  protocol,  survey  instruments,  interview  schedules,  solicitation
letters,  advertisements,  consent  forms,  etc. Supporting  documents  must  be in final  form  as you  intend  to distribute
them.  Your  application  will  be returned  if  these  documents  are  in outline  or  first  draft  form.
N//A (11)  If  this  study  requires  approval  of  another  committee  or cooperating  agency,  documentation  of  approval  or notice  of
application  has been  attached.
X  (12)  Appropriate  departmental  signatures  and signature  of  academic  advisor  for  student  research  have  been  obtained  on Pg 1.
X  (13)Acopyofthisapplicationhasbeenmadefortheinvestigator'srecords.
N/A (14)Irequest  blind  review.  I have  omitted  all identifiers  from  copies  submitted.  (Original  copy  contains  all names  for  IRB
file.)
X  (15)  The  application  is in the  same page  fomiat  as shown  in this  electronic  word  processing  file. The  location  of  questions
and pagination  is the same as in the original.
X  (16)  Any  unanticipated  problem  involving  risk  to subjects  or noncompliance  with  regulations  regarding  subjects  must  be
reported  immediately  to the IRB.
X  (17)  If  the  research  period  is longer  than  11 months,  the IRB  must  review  the research  project  again.
X  (18)  Some  projects  that  are either  complicated  procedurally  or are of  a long  duration  may  require  verification  that  no
material  changes  have  occurred  since  the  IRB  review.
X  (19)  Any  changes  in approved  research  protocols  must  be reported  promptly  to the IRB  and may  not  be initiated  until  IRB
approval  except  when  necessary  to address  immediate  hazards  to subjects.
X  (20)  I attach  10 copies  for  full  review  applications  or  three  copies  for  expedited  applications  or  two  copies  for  exempt
applications,  including  any  attached  instruments  and materials.
You  must make  a preliminary  judgment  about  the  level  of  review  required  for  your  application.  The  chair
will  then  determine  the  level  of  review  after  submission  and  contact  you  if  additional  copies  are  required.
Completed,  typewritten  forms  should  be returned  to:
Augsburg  College  Institutional  Review  Board
c/o  Norma  Noonan,  Ph.D.,  chair
2211  Riverside  Avenue,  Campus  Box  107
Minneapolis  MN  55454-1351
Telephone:  612-330-1198
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7. Project  title:  An  Examination  of  Gender-based  Leadership  Behaviors  Within  Mixed-Gender  Organizations
Inclusive  dates  of  project:  June  through  October,  2010
8. Project  (please  circle):  has  been  / will  be submitted  to the  following  funding  agency:  N/A
Funding  decision  (please  circle):  is pending  / has  been  awarded.
Agency-assigned  grant  number  (if  known):
If  this  study  is part  of  a program  or  center  grant,  provide  the  title  and principal  investigator:
9. Is this  research  subject  to review  by  another  internal  committee  of  the  College?
X  No   Yes:  If  yes,  attach  documentation  of  approval.
Specify:
10. Is this  research  conducted  at  another  location  or  with  a cooperating  organization,  e.g.,  schools,
clinics,  community  agencies,  etc.?
X  No   Yes:  If  yes, provide  written  documeritation  of  approval  from  that  institution.
Specify:
CHECK  REVIEW  CATEGORY  BELOW:
11.  This  research  requires  full  review  by  the  Institutional  Review  Board.
12.  Expedited  Review  (see Application  Information  on page  ii):  This  research  fits  the  precise  requirements  of
category  of  the  expedited  review  provision  of  45 CFR  46.110."  The  research  could  be
considered  of  "minimal  risk"  to participants  based  on those  guidelines.
13.  X  Exemption  category:  (See  Application  Information  on pages  iii  and iv.):  This  research  fits  the  precise
requirements  of  category  2 of  the  exemption  categories  of  45 CFR  46.101(b).
Exempt  applications  only  categories  4-6:
Exempt  Category  #4: Pathological  Specimens
All  pathological  specimens  should  be stripped  of  identifiable  information  prior  to use. Describe  the  source  of  the
specimens.  How  will  they  be obtained?  If  not  obtained  by  the  principal  investigator,  then  by  whom?
Exempt  Category  #5: Public  Service  programs
In addition  to the  information  provided  under  abstract,  above,  provide  documentation  or  cooperation  from  the  public
agency  involved  in the  research.
Exempt  Category  #6: Taste  Testing
Food  ingredients  must  be at or  below  the  levels  found  to be safe  by  federal  regulatory  agencies.  Describe  the  food  to
be tested  and  provide  assurance  that  these  conditions  are met.
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14.  Lay  Summary
Background  and  Research  Question
Empirical  research  addressing  topics  of  gender-based  leadership  behaviors  is extensive,  yet  today  there  is no
scientific  consensus  about  whether  men  and women  typically  lead in similar  ways,  or whether  they  lead in different  ways.
The  literature  reveals  a number  of  social  influences  in the U.S.  that  may  be contributing  to various  inconsistencies  in the
assessments  of  male  and female  leaders;  while  these  social  influences  may  be unintentional,  their  presence  is nonetheless
discernible.  Further,  certain  gender-role  expectations  and prejudices  about  how  males  and females  should  behave  based
upon  social  norins  appear  to be well-entrenched.  For  instance,  while  sentiments  about  women  as leaders  are changing
over  time,  most  people  still  prefer  to work  for  a male  leader  than  a female  leader  (Eagly,  2007;  Duehr  &  Bono,  2006;
Sczesny,  Bosak,  Neff  & Schyns,  2004).  Consequently,  female  leaders  appear  to lead from  a different  starting  point  than
do men,  meaning  that  they  face  unique  challenges  in attaining  and maintaining  leadership  roles;  while  women  and men
may  occupy  the same functional  leadership  positions  within  organizations,  male  and female  interpretations  of  the
leadership  role,  and their  accompanying  perceptions  of  what  is required  to be successful  in that  leadership  position,  may
be different.
If  this  is true,  then  greater  understanding  of  the underlying  expectations  and the accompanying  limitations  of
male  and female  leadership  behaviors  is warranted.  Perhaps  in addition  to asking  the question:  "Do  men and  women
typically  lead  the same  svay?"  we need to ask new  questions,  such  as "Do  people  expect  that  men and  women  should  lead
the same way?  If  so, is this  expectation  realistic,  given  sociali:ation  within  the U.S. culture?  Is it important  within  our
culture to assert that men and women lead in either different ways, or in similar ways?
Purpose
This  research  proposes  to investigate  whether  people  want  or expect  men and women  to lead  in similar  ways
within  mixed-gender  organizational  settings.  It intends  to examine  the prevalent  perceptions  and attitudes  about  male  and
female  leadership  behaviors  within  organizational  settings,  and to assess whether  perceived  similarities  or differences  in
gender-based  leadership  styles  may  be construed  as relative  strengths  or weaknesses  when  applied  within  mixed-gender
organizational  environments.
This  research  will  expand  upon  the learnings  and practical  implications  of  prior  literature;  further  it will  provide
a framework from  which  to better  understand  if, how,  and when  people  may  want  or expect  males  and females  to lead in
similar  ways  within  mixed-  gender  organizational  environments.
Methodology
A qualitative  survey  investigating  perceptions  and expectations  of  male  and female  leadership  behaviors  within
organizational  settings  will  be conducted  during  the months  of  July  and August,  2010. The  purpose  of  this  research  is to
examine  the prevalent  perceptions  and attitudes  about  male  and female  leadership  behaviors  within  organizational  settings,
and to assess whether  perceived  similarities  or differences  in gendered-leadership  styles  may  be construed  as relative
strengths  or weaknesses  when  applied  to male  and female  leaders  within  mixed-gendered  organizational  environments.
Participants  will  be recruited  through  LinkedIn,  a business-oriented  social  networking  site; subjects  will  be those  who  are
either  directly  "linked"  to the researcher,  or those  who  work  for/have  worked  for  companies  that  the researcher  has also
been employed  by (e.g. researcher  has familiarity  with  the organizational  culture  of  these  companies).  In order  to ensure
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that  respondents  represent  a broad  range  of  ages, organizational  roles  and work  experience,  certain  demographic  criteria
will  be used in qualifying  subjects  for  inclusion  in the study.  Please  see AttachmentIfor  more  detail.
15. Subject  Population  (Please  note  all  items:  a-d)
a. Number:  Male  10  Female  10  Total  20
b. Age  Range:  l  8  to 64
c. Location  of  Subjects:
(Check  all  that  apply)
d. Special  Characteristics:
(Check  all  that  apply)
children
 elementaty  / secondary  schools   inpatients
outpatients  prisonsfhalfwayhouses
 hospitals  and clinics   patient  controls
collegestudents  Xadultvolunteers
other  special  institutions:  specify:
Family  service  agencies/social  service  agencies
X  other:  specify:  Respondents  will  be independent  adults  living  within  the  7-county  Metropolitan
area  of  Minneapolis/St.  Paul,  MN  ; interviews  will  take  place  via  phone,  or  in a public  setting  that  is mutually
agreed-to  by  the  researcher  and  the  respondent.
e. If  research  is conducted  off-campus,  written  documentation  of  approval/cooperation  from  that  outside  agency
(school,  clinic,  etc.)  should  accompany  this  application.  Be sure all  levels  with  this  authority  within  the
agency/organization  have  given  approval.
Agency:  N/A  Research  will  be conducted  online  and  via  phone,  or  in personal  interviews  at a public
setting,  such  as a local  coffee  shop;  no other  agencies  will  be utilized.
Name  and title  of  agency  representative: N/A
f.  Describe  how  subjects  will  be identified  or  recruited.  Attach  recruitment  information,  i.e.,  advertisements,
bulletin  board  notices,  recruihnent  letters,  etc.
Please  see Attachment  I
g.  If  subjects  are chosen  from  records,  indicate  who  gave  approval  for  the use of  the  records.  If  these  are private
medical  recording  agency  records,  or  shident  records,  provide  the  protocol  for  securing  consent  of  the  subjects
of  the  records  and approval  from  the  custodian  of  the  records.  N/A
h. Who  will  make  the  initial  contact  with  the  subject?  Describe  how  contact  is made.  If  recruitment  is verbal,
provide  the specific  script  to be used.
Please  see Attachment  II
Will  subjects  receive  inducements  before,  or  rewards  after  the shidy?  If  yes,  explain  how  and  when  they  will
be distributed.
No.  Participation  in the  study  is strictly  voluntary  and  offers  no  direct  benefits.
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If  subjects  are school  children,  and class  time  is used  to collect  data,  describe  in detail  the  activity  planned  for
non-participants.  Who  will  supervise  those  children?  (This  infornnation  should  be included  in the  consent
form.)  N/A
16. Risks  to participation:  (check  all  that  apply)
 manipulation  of  psychological  or  social  variables  such  as sensory  deprivation,
social  isolation,  psychological  stresses;
 any  probing  for  personal  or  sensitive  infoimation  in surveys  or  interviews;
use of  deception  as part  of  experimental  protocol;  the  protocol  must  include  a
"debriefing  procedure"  which  will  be followed  upon  completion  of  the study,
or  withdrawal  of  the  subjects.  Provide  this  protocol  for  IRB  review;
 presentation  of  materials  which  subjects  might  consider  offensive,  threatening,  or
degrading;
X  other  risks:  specify:   The  risk  of  being  in the  study  is that  respondents  may  not  be
anonymous.  While  I will  make  every  effort  to ensure  confidentiality,  anonymity  cannot  be guaranteed  due  to
the  small  number  to be studied.
XDescribe  the  precautions  taken  to minimize  risks:
The  records  of  this  study  will  be kept  confidential.  All  data  will  be kept  in a locked  file  in my  home;  only
my  advisor,  Norma  Noonan,  Ph.D.,  and I will  have  access  to the  data  and audio-  or  video  recording.  If  the
research  is terminated  for  any  reason,  all  data  and  recordings  will  be destroyed.  While  I will  make  every
effort  to ensure  confidentiality,  anonymity  cannot  be guaranteed  due to the small  number  to be shidied.
The  audiotape  and/or  videotape  recording  of  respondent  data  and  interviews  will  be accessible  only  to me,
and to my  advisor.  It  will  not  be used  for  any  other  purpose  beyond  ensuring  that  respondent  statements
have  been  accurately  captured  for  the  purposes  of  this  study.  The  audio  and  videotape  recording  and  all
other data from this  study  will  be kept  in a locked  safe at my  home,  until  it is destroyed  in September,  2013.
17. Benefits  to participation:
There are no direct  benefits  to participation.  Indirect  benefits  to participation  include  the  possible
contribution  to knowledge  on topics  related  to leadership  behaviors  of  men  and  women  working  together  in
organizational  settings.
18. Describe  provisions  made  to maintain  confidentiality  of  data:
A. How  will  you  disseminate  results  or  findings?  Who  will  receive  copies  of  results  and in
what  form?
I will  summarize  the  results  of  this  shidy  and  present  those  results  in a final  presentation  at Augsburg
College. Additionally,  a copy  of  study  results  will  be kept  in the  Augsburg  College  Library.  If  I publish
any  other  kind  of  report,  I will  not  include  any  information  that  will  make  it possible  to identify
respondents.
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B. Where  will  the  raw  data  be kept  and  for  how  long?  (Federal  IRB  guidelines  suggest  all  data  have  to be
kept  a minimum  of  three  years.)
The  audio  and videotape  recording  and all  other  data  from  this  study  will  be kept  in a locked  safe at my
home  until  it is destroyed  in September,  2013.
C. What  security  provisions  will  be used?  Who  will  have  access  to the collected  data?  If  tapes  will  be
transcribed  by someone  other  than  the  researcher,  how  will  confidentiality  be assured?
Please  see #16  above.
D. Will  data  identifying  the subjects  be made  available  to anyone  other  than  the  principal
investigator,  e.g.,  school  officials,  etc.?
 No  XYes  If  yes, explain  below  and in the consent  fomi.
The  audiotape  and/or  videotape  recording  of  respondent  data  and  interviews  will  be accessible  only
to me,  and  to my  advisor.  It  will  not  be used  for  any  other  purpose  beyond  ensuring  that  respondent
statements  have  been  accurately  captured  for  the  purposes  of  this  study.
E. Will  the data  be part  of  the  subject's  chart  or  other  permanent  record?
X  No  Yes  If  yes, explain.
Informed  consent  process:  Prepare  and attach  a consent  form  or  a consent  letter:
Please  see Attachment  III.
20. Consenting  Process:
A. Describe  what  will  be said  to the subjects  to explain  the  research.
Subjects  will  be told  the  following:
*  They  are being  invited  to be in a research  study  designed  to examine  leadership  behaviors  within  mixed-
gender  organizational  settings.
They  have  been  selected  as a possible  participant  because  of  their  work  experience  within  organizational
envtronments.
*  This  study  is being  conducted  by  me as part  of  my  master's  project  in Leadership  at Augsburg  College.  My
advisor  Norma  Noonan,  Ph.D.  Professor,  Political  Science  and  Director,  M.A.  in Leadership  Program
Chair,  IRB.
*  The  purpose  of  this  study  is to better  understand  the  leadership  behaviors  of  men  and women  within
organizational  settings,  and  to examine  the general  perceptions,  attihides  and expectations  of  followers
within  organizational  settings.
Procedure:  If  subject  agrees  to be in this  shidy,  he/she  will  be asked  to do two  things:  l)  complete  a short
Application  and Qualification  Questionnaire  which  the  researcher  will  send  to them  via  email  (see Attachment  IV);
this  questionnaire  is being  used  only  for  qualification  and classification  purposes;  2) be available  for  a personal
interview  which  will  last  approximately  45-60  minutes.  The  interview  will  take  place  during  the  month  of  July  or
the  month  of  August,  2010.  The  interview  may  be conducted  by  telephone,  or  at a mutually  agreed-upon  public
location.  The  interview  will  be audio-taped  or  video-taped  in order  to ensure  that  the  respondent's  answers  to
interview  questions  are captured  accurately.  The  respondent  will  be asked  to read  and sign  a consent  form  prior
to the interview.
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B. What  specific  questions  will  be asked  to assess the  participant's  understanding?
The  respondent  will  be asked  if  he/she  has  read  the  consent  form,  and  whether  he/she  has  any
questions.  The  respondent  will  further  be asked  if  he/she  has  any  concerns  about  being  audio-taped
or  video-taped  for  purposes  of  the  research.
C. In relation  to the actual  data-gathering,  when  will  consent  be obtained?
The  consent  form  will  be sent  to the  respondent  via  email  after  he/she  has been  accepted  into  the
study  (per  screening  and  quota  criteria)  and  before  the  interview  takes  place.  The  respondent's
signed  consent  form  will  be received  by  the  researcher  prior  to any  interviews  taking  place.
D. Will  the investigator(s)  be securing  all  of  the informed  consent?  X  Yes
the specific  individuals  who  will  obtain  informed  consent.
No  If  no,  name
E. The  investigator  should  not  use a home  phone  number  in communications  with  subjects.  A  mobile,
office,  or  departmental  phone  number  may  be used.  (The  IRB  does  need  a home  phone  number  on page  1
of  this  application  form  for  its use.)
The  researcher  will  provide  respondents  with  her  cell  phone  number  and  Augsburg  email  address;
additionally,  respondents  will  be provided  the  email  and  office  phone  number  of  the  researcher's
advisor.
Social  Influences  and  Assessments  of  Leadership  92
IRB  Application  - Attachment  I
Q 15f: Describe  how  subjects  will  be identified  or  recruited.  Attach  recruit-ment  information,  i.e.,  advertisements,
bulletin  board  notices,  recruitment  letters,  etc.
A  minimum  of  ten male  and ten female  respondents  will  be recruited  for  participation  in this  qualitative
research  effort.  Respondents  will  be recruited  via  LinkedIn,  a business-oriented  social  networking  site. Study
participants  will  be those  who  are currently  "linked"  to the  researcher  either  directly,  or  through  a voluntary
(e.g.  opt-in)  shared  networking  group,  including  one of  the  following  groups:  past  or  current  employees  of
Colgate-Palmolive  Company;  past  or  current  employees  of  Bayer  Corporation;  past  employees  of  CNS,  Inc.;
or, past  or  current  employees  of  Schwan's  Consumer  Brands.  These  companies  were  selected  for
recruitment  because  researcher  has been  employed  by  these  organizations  and has insight  into  the corporate
culture.
Respondents  will  be: (a)  between  the ages of  18-64  years  of  age; (b)  be working  or  have  worked  within  an
organizational  setting  within  the  past  3 years;  (c)  be working  or  have  worked  for  a male  or  female  leader
within  the  past  3 years;  and (d)  live  within  the 7-county  Minneapolis/St.  Paul  area. Potential  respondents  will
be disqualified  from  participation  if  the  researcher  has now,  or  has had  in the  past,  any  type  of  relationship
with  the  respondent  in which  the  researcher  has been  in a position  of  relative  power  (e.g.  a management  or
leadership  position,  or  a buyer-supplier  relationship,  etc.).  In  order  to ensure  that  respondents  represent  a
broad  range  of  ages, organizational  roles,  and  organizational  work  experience,  respondents  will  be selected  on




















Study  recruitment  will  begin  on or  about  July  1, 2010  and continue  until  August  31, 2010  or  until  at least  10
male  subject  and  at least  10 female  subjects  have  been  identified  and enrolled,  whichever  is earlier.
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IRB  Application  - Attachment  II
Ql5h.
Who  will  make  the  initial  contact  with  the  subject?  Describe  how  contact  is made. If  recruitment  is verbal,
provide  the specific  script  to be used.
Participant  Initial  Recruitment
The  researcher  will  post  an announcement  on LinkedIn,  visible  only  to the  prospective  participants,  notifying
them  that  an independent  research  study  is taking  place.  The  announcement  will  state  that  volunteers  are being
sought  to participate  in an interview  designed  to examine  leadership  behaviors  used  within  organizational
settings. The announcement will  contain the researcher's personal email address (brown8@augsburg.edu) and
a cell  phone  number  for  interested  prospects  to connect  to,  should  they  desire  more  infoimation  or  wish  to
enroll  in the  study.  The  announcement  will  explicitly  state  that  this  is a voluntary-participation  study  being
conducted  by  the  researcher  as an independent  third  party  (e.g.  not  LinkedIn),  that  no information  about  study
participants  will  be communicated  back  to LinkedIn  or  to anyone  who  may  responds  to the study,  and  that  all
communicatton  about  study  participants  will  be treated  as strictly  confidential.
The  solicitation  will  explain  that  participation  in the  research  effort  requires:  (a) completing  an initial  online
questioru'iaire  for  screening  purposes  by  August  1, 2010;  and (b)  taking  part  in a personal  45-60-minute
interview  or  phone  call  prior  to August  31, 2010.
A draft  of  the  recruitment  solicitation  follows:
Seeking volunteers to participate  in an independent  research  study  designed  to examine  leadership  behaviors
within organizational  settings. This study is being conducted as part  of  my master's project  in Leadership at
Augsburg College. Volunteers will  be required  to complete a short questionnaire for  screening and
classification purposes. Those selectedfor  inclusion in the study will  be asked to participate  in a personal
interview during the months of  July or August, 207 0,' this interview is expected to last 45-60 minutes.  All
replies will  be treated as strictly  confidential. If  interested or for  more information, please email
brown8@augsburg.edu  or  call  952-201-3394.
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nRB Application  - Attachment  m
Leadership  Behaviors  Within  Organizational  Settings  Consent  Form
You  are invited  to  be in  a research  study  designed  to examine  leadership  behaviors  within  mixed-gender
organizational  settings.  You  were  selected  as a possible  participant  because  of  your  work  experience  within  mixed-
gender  organizational  environments.  We  ask  that  you  read  this  fornn  and  ask  any  questions  you  may  have  before
agreeing  to be in the  study.
This  study  is being  conducted  by  me as part  of  my  master's  project  in Leadership  at Augsburg  College.  My  advisor
Nortna  Noonan,  Ph.D.  Professor,  Political  Science  and  Director,  M.A.  in Leadership  Program
Chair,  IRB.
Background  Information:
The  purpose  of  this  shidy  is to better  understand  the leadership  behaviors  demonstrated  by  men  and women  working
within  mixed-gender  organizational  environments,  and  to examine  how  those  behaviors  are perceived  by  others
within  the organizational  setting.
Procedures:
If  you  agree  to be in this  shidy,  we  would  ask  you  to do the following  things.  We  would  ask  you  to be available  for  a
personal  interview  which  will  last  approximately  45-60  minutes.  The  interview  will  be held  at a mutually  agreed-upon  time
during  July  or  August.  It  may  be conducted  as a telephone  interview,  or  in person  at a mutually  agreed-upon  location.  The
interview  will  be audio-taped  or  video-taped  in order  to ensure  that  your  responses  to interview  questions  are captured
accurately.
Risks  and  Benefits  of  Being  in the  Study:
The  risk  of  being  in the  study  is that  you  may  not  be anonymous.  While  I will  make  every  effort  to ensure
confidentiality,  anonymity  cannot  be guaranteed  due  to the small  number  to be studied.
There  are no direct  benefits  to participating  in this  study.
Indirect  benefits  to paiticipation  are the  possible  contribution  to knowledge  on topics  related  to leadership  behaviors
of  men  and  women  working  together  in organizational  settings.
Confidentiality:
The  records  of  this  shidy  will  be kept  confidential.  I will  summarize  the  results  of  this  study  and  present  those  results
in a final  presentation  at Augsburg  College.  Additionally,  a copy  of  study  results  will  be kept  in the  Augsburg
College  Library.  If  I publish  any  other  kind  of  repoit,  I will  not  include  any  information  that  will  make  it possible  to
identify  you.  All  data  will  be kept  in a locked  file  in my  home;  only  my  advisor,  Norma  Noonan,  Ph.D.,  and I will
have  access  to the  data  and  video  recording.  If  the research  is terminated  for  any  reason,  all  data  and  recordings  will
be destroyed.  While  I will  make  every  effort  to ensure  confidentiality,  anonymity  cannot  be guaranteed  due  to the
small  number  to be shidied.
The  audiotape  and/or  videotape  recording  of  your  interview  will  be accessible  only  to me,  and  to my  advisor.  It  will
not  be used  for  any  other  purpose  beyond  ensuring  that  your  statements  have  been  accurately  caphired  for  the
purposes  of  this  study.  The  videotape  recording  and all  other  data  from  this  study  will  be kept  in a locked  safe at my
home,  until  it is destroyed  in September,  2013.
Voluntary  Nature  of  the  Study:
Your  decision  whether  or  not  to participate  will  not  affect  your  current  or  future  relations  with  Augsburg  College,  or
the  researcher.  If  you  decide  to participate,  you  are free  to withdraw  at any  time  without  affecting  those  relationships.
Contacts  and  Questions:  The  researcher  conducting  this  study  is Mary  Brown.  You  may  ask any  questions  you
have now. If  you have questions later, you may contact me at: (952) 201-3394 or at brown8@augsburg.edu.
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My  advisor  is Norma  Noonan,  Ph.D.  Professor,  Political  Science  and  Director,  M.A.  in Leadership  Program,  Chair,
IRB..  noonan(2D,augsburg.edu;  612  330-1198.
You  will  be given  a copy  of  this  form  to keep  for  your  records.
Statement  of  Consent:
I have  read  the above  infoimation  or  have  had  it read  to me. I have  received  answers  to questions  asked.  I consent  to
participate  in the study.
Signature Date
Signature  of  investigator Date
I consent  to be audiotaped:
Signature
Date
I consent  to allow  use of  my  direct  quotations  in the  published  thesis  document.
Signature
Date
Social  Influences  and Assessments  of  Leadership  96
APPENDIX  B:  RESEARCH  STUDY  SCREENER
RESEARCH  STUDY  NAME:  LEADERSHIP  WITHIN  ORGANIZATIONAL  SETTINGS
Application  &  Qualifying  Questionnaire  - June  2010
THE  FOLLOWING  QUESTIONS  ARE BEING  ASKED  FOR QUALIFICATION  PURPOSES  ONLY. ALL
CONTACT  INFORMATION  WILL  BE KEPT  STRICTLY  CONFIDENnAL.  PLEASE  COMPLETE  ALL
QUESTIONS  IN ORDER  TO BE CONSIDERED  FOR INCLUSION
IN THIS  RESEARCH  SURVEY.
Your  Name
Your  Address
City,  State,  Zip
Mobile  or Business  Telephone  ( )
Email  address
What  is the  best  time  to contact  you:  (day  or  evening?  Best  time?)
1. WHAT  IS  YOUR  GENDER?
*  Male
*  Female
2. WHAT  IS  YOUR  AGE?
*  18-24  years
@ 25-34  years
*  35-44  years
45-54  years
*  55-64  years
@ 65+
3. WHAT  IS  YOUR  OCCUPATION?
4.  WHAT  IS  YOUR  CURRENT  EMPLOYMENT  STATUS?
*  Work  Full-time
*  Work  Part-time
Not  Currently  Employed
5.  IF  YOU  ARE  CURRENTLY  EMPLOYED,  PLEASE  PROVIDE  A BRIEF  DESCRIPTION  OF  YOUR
WORK  ROLES  AND  RESPONSIBILITIES
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6. ARE  YOU  CURRENTLY  WORKING  IN  AN  ORGANIZATIONAL  SETTING,  OR HAVE YOU
WORKED  WITHIN  AN  ORGANIZATIONAL  SETTING  WITHIN  THE  PAST 5 YEARS?
Yes
7. ARE  YOU  CURRENTLY  WORKING  FOR  A MALE  OR  FEMALE  SUPERVISOR,  OR  HAVE  YOU
WORKED  FOR  A MALE  OR  FEMALE  SUPERVISOR  WITHIN  THE  PAST  5 YEARS?
8.  THINKING  ABOUT  YOUR  CURRENT  ORGANIZATION,  OR  YOUR  MOST  RECENT  JOB
WITHIN  AN ORGANIZATIONAL  SETTING,  WHICH  OF THE  FOLLOWING  BEST  DESCRIBES





A mix  of male  and female
9.  THINKING  ABOUT  YOUR  CURRENT  ORGANIZATION,  OR  YOUR  MOST  RECENT  JOB
WITHIN  AN ORGANIZATIONAL  SETTING,  WHICH  OF THE  FOLLOWING  BEST  DESCRIBES





A mix  of male  and female
Thank  you for  your  interest  in participating  in our  research  study  and for  taking  the  time
to complete  this  questionnaire.  If  you are selected  for  inclusion  in our  study,  you will  be
contacted  within  five  (5) business  days  after  receipt  of  your  application;  at that  time  you
will  be provided  further  information  about  the  study,  and we will  schedule  a convenient
time  for  an interview  by phone  or in person.
PLEASE EMAIL  COMPLETED  APPLICATION  TO: BROWN8@AUGSBURG.EDU
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APPENDIX  C -  RESEARCH  STUDY  DISCUSSION  GUIDE
LEADERSHIP  BEHAVIORS  WITHIN  ORGANIZATIONAL  SETTINGS
Discussion  Guide
Each  interview  will  last  45-60  minutes.  This  discussion  guide  is intended  to be a starting  point
for  individual  interviews.  Respondent's  specific  answers  to questions  will  generate  additional
questions  and  areas  of  probing/discussion  during  the  interview.
A. Introduction  (5 minutes)
The  respondent  will  be  greeted  and  the  purpose  of  the  interview  explained.
1.  Thanks  for  attending.
2.  No right  or  wrong  answers,  I want  to learn  your  opinions  & ideas
3.  Audio  taping/videotaping  for  purposes  of accuracy/clarification  only  -no  one will try
to sell  you  anything;  everything  you  say  is confidential.
4.  Research  being  conducted  as part  of  my  master's  project  in Leadership  at
Augsburg.  No  quotes  will  be used  unless  you  have  consented  to this.
5.  Full  schedule  -  my  role  to facilitate  discussion,  make  sure  we  learn  what  we  need  to
learn,  be timekeeper/keep  us on track
6.  Respondent  introduction:  name,  age,  where  you  live,  who  you  live  with, education,
employment  status,  and  who  working  for  currently
B. Grounding:  Backqround  & Personal  Stories  (25-40  minutes)
1.  Thinking  about  your  work  experience,  briefly  describe  your  career,  including  your
current  work  roles  and  responsibilities  (capture  highlights  of  respondent's  work
career;  understand  progression  of  roles/responsibilities,  and  generally  understand
the  types  of  organizations  subject  has  worked  within).
2.  Briefly  describe  how  your  current/most  recent  organization  is structured,  and  general
reporting  relationships?  Who  do  you  report  to?  (Capture  description  and  specific
language  used  to describe)
3.  How  would  you  describe  the  culture  of  the  (most  recent)  organization?  Is there  a
defined  style  of leadership  in the  organization?  Probe  on prevalent  leadership  styles
used  within  the  organization  (e.g.  how  are  decisions  made?  How  is direction  or
leadership  provided?  How  is discipline  handled?  Why  do you  say  that?  Capture
perceptions,  attitudes  and  language/semantics  used  by respondent.
4.  Thinking  of  your  personal  situation,  briefly  describe  the  managers  and  supervisors
you've  worked  for  throughout  your  career  and  describe  the  impact  they  had  on you
as an employee  (e.g.  without  providing  names  discuss  the  manager/supervisor  you
worked  for  in each  position;  describe  whether  male/female;  what  you  liked/didn't  like,
what  you  learned,  etc.).
5.  If subject  is also  in a leadership  role,  how  does  subject  define  his or  her  own
leadership  style?  How  was  this  leadership  style  cultivated?
6.  Revisit  short  list  of  leaders  respondent  has  worked  for  (e.g.  male/female;  words
used  to describe  his/her  leadership  style).  Thinking  about  the  leaders  you've  worked
for,  or  who  have  been  part  of  your  organization,  how  would  you  rate  each  person's
effectiveness  on a scale  of 1-10  (1 being  poor  and  10  being  highly  effective).  Probe:
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what  made  you  rank  the  leaders  the  way  you  did?  Capture  respondent  perceptions
and  reasons;  probe  for  clarifying  examples.
7.  Probe:  what  was  surprising  about  each  leader?  What  were  strengths?  What  were
weaknesses?  Probe  for  examples  to help  clarify  respondent's  responses  and
perceptions.
8.  How  would  you  personally  describe  an ideal  organizational  leader?  What  do you
think  is important  to see  in a leader?  What  characteristics  would  that person  need to
have?  What  behaviors  would  he or  she  exhibit  to be respected  by you personally?
Is this  leader  a man  or a woman?  Could  it be either?  Why  or why not?
9.  Have  you  worked  for  someone  who  exhibits  the  characteristics  of  your  ideal  leader?
If so,  was  it a man  or  woman?  Both?  Probe  -  what  was  the experience  like  for the
respondent?  What  worked/didn't  work?
10.  Have  you  worked  for  someone  who  represents  the antithesis  of your  ideal leader?
Same  questions  as #8;  probe  for  reasons  why,  any  gender-related  perceptions.
11.  You've  mentioned  that  you've  worked  for  (male/female/both  male and female)
leaders.  Probe  on what  it's  like  to work  for  a male  leader  versus  a female  leader.
Same/different?  Why/why  not?  Based  on situation?  Describe/probe.  If respondent
hasn't  worked  for  both  genders,  probe  on attitudes/perceptions  of both genders.
What  would  you  expect?  Are  they/would  they  be the  same/different?  How?  Why  do
you  think  that?
C. Builds:  Strenqths  & Weakness  (10  minutes)
12.  If respondent  has  worked  with  both  genders,  are  there  behaviors  or  styles  that  seem
more  male?  More  female?  What  are  they?  What  are  differences?  Similarities?
When  are  they  exhibited?  Probe  on scenarios:  conflict,  praise,  tension,  decision-
making,  etc.  [Note:  if respondent  has  not  work  for  both  male  and  female  leaders,
identify  a proxy  -  e.g.  someone  you've  seen/known,  etc...what  was  their
experience...  probe for drivers  of prevalent  attitudes  and perceptionsl
13.  Are  there  behaviors  that  you  perceive  as ineffective  or  work  against  the  leader?
What  are  those  behaviors?  Why  are  those  behaviors  ineffective?  Are  those
behaviors  demonstrated  by male  leaders?  Female  leaders?  Both?  When?  Can  you
provide  examples?
14.  Thinking  about  your  own  experience,  and  the  style  of leadership  that  works  best  for
you  personally,  what  would  be the  top  3-5  suggestions  you'd  make  to male  leaders?
To  female  leaders?  (construct  do/don't  tip  list)
G. Summary  and  Dismissal  (5 minutes)
Key  discussion  points  will  be  summarized;  may  include  a final  clarifying
question  or  two. Respondent  will  be  thanked.

